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Fitness Reporting in the CIA 
1947-69 69 


1s The Beginnings, 1947-52 
"They say best men are molded out of faults, 
And, for the most, become much more the better 
For being a little bad." William Shakespeare 
Measure for Measure, Act V, Scene l. 

A system for evaluating individual performance in the CIA was 
found to be necessary for reasons applicable to any large organization, 
although for a period in the early 1950's, the Agency did without 4 
central reporting system. At issue was the Performance Rating Act 
of 1950 and the question of whether or not it applied to the Agency. 
There were those who felt it best not to raise the issue of the 
Director's special personnel authority under Section 102c of the 
National Security Act of 1947 in the context of the 1950 Act. After 
some temporizing, the decision was made to avoid that basic issue by 
pressing for an amendment to the Performance Rating Act specifically 
exempting the CIA. The amendment was passed by the Congress in December 


1953 leaving the field open for the development of a rating system to 


suit the needs of the Agency. 
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Beginning in 1947, two forms of fitness reports had been in use. 
The evaluation of Headquarters employees was recorded on Civil Service 
Commission Form 51, "Report of Efficiency Rating," and the Agency had 
made minor revisions in this form and used it to evaluate field per- 
sonnel under the title of CIA Form 51-53, "Status and Efficiency 
Report" (see Appendix A). The use of Form 51-53 was not ended in some 


overseas areas until December 1954. 


II. Personnel Evaluation Report, 1952-54 


With most of the impetus coming from the Career Program,* the 
Office of Training and the Office of Personnel jointly began the 
research and staff work which was to lead to the Agency's first system 
which was built around the Personnel Evaluation Report (PER). The 
first steps in the inauguration of the Personnel Evaluation Program 
were taken with the issuance of 
on 1 August 1952 (see Appendix B). . 

The uses of the PER as stated in the Notice included: 


(1) Identifying each person's aptitudes, knowledge, 
skills, and interests; 


(2) promoting discussions between supervisors and 
those supervised concerning work performance and 
career development; 


* The policy framework and much of the early staff work on the PER came 
out of a sub-committee on Employee Rating of the original Career Service 


25X1A 


Committee, which was composed of representatives from the various operating 


components as well as personnel and training. 
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(3) increasing the efficiency of the person by 
spotting and correcting his specific problems and 
deficiencies and helping him develop desirable traits; 


(4) serving as a basis for individual plans for 
career development ; 


(5) identifying outstanding service; 


(6) identifying individuals who failed to perform 
as effective members of the organization; and 


(7) identifying the need for training, reassign- 
ment, rotation, promotion, demotion, separation, 
and other formal personnel actions. 

The PER was an uncomplicated form deliberately non-statistical 
and unstructured, in contrast to the field Status and Efficiency Report 
in use overseas. The PER was established as one means of developing 
a satisfactory working relationship between the individual and his 
supervisor. This relationship was expressed in terms of the require- 
ments of the individual's current position and his potential for long- 
range service with the Agency. It was not a performance rating or an 
efficiency rating in the sense that the individual was to be compared 
with others on the basis of a predetermined adjectival or numerical 


scale. Introduced in Noverber of 1952, the Personnel Evaluation Report 


_was overtaken within two years 1/* by a highly structured form which 


was its very antithesis, the change made necessary by the increasing 
need of the Career Program for comparisons and rankings of one individual 


against another. 


* For serially numbered source references, see Appendix K. 
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III. Career Selection Report, March - May 1954 


At the instigation of the Career Service Board, a special task 
force was appointed in February 1954, 2/ to review a Career Selection 
Report (CSR) developed by the psychologists in OTR under the leader- 
ship of NNN «The purpose of the new form was somewhat 
different from that of the PER. The CSR was designed to accomplish 
an analysis of the individual's characteristics, strengths, and 
wealmesses, in such a way that detailed comparison with other employees 
could be made to determine who should and who should not enter the 
Career Staff. The report was to be applied to an employee only during 
his probationary period and was not to be shown to the individual being 
rated. Its circulation was to be very carefully controlled at the 
career board or panel level. A highly structured form, the CSR met 
with opposition from the time it was first shown to the Career Board 
in the spring of 1954. 3/ The complicated nature of the report drew 
complaints. According to the Board, a professional psychologist would 
have been needed to interpret the data. Furthermore, the Board felt 
that the report would serve only a limited purpose since it was to be 
applied to employees only during the provisional period; and, since it 
was restricted to the Career Board level, it lacked any significance in 
the supervisory-employee relationship. u/ As a result, the CSR had a, 
very short life. It did, however, represent an important step in the 


search for a proper instrument to appraise and record individual 


on 
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= 
ii ~ 
performance and potential, and led directly to the next development, 
= the fitness report, Agency Form 37-189 dated 1 May 1954 (see Appendix C). 
oa Iv. Fitness Report, Agency Form 37-189, 1954-56 
A major objection to the CSR involved the complaint that it 
presented a bewildering array of factors, boxes, and scales with no 
-j opportunity given for a narrative description of the employee's duties, 
performance, and qualifications. When essentially the same form was 
aa issued as the first fitness report, the major change was the addition 
' of a section wherein the rating officer could offer his narrative 
= 
comments and make recommendations as to the training and future assign- 
: ment of the individual. Another added feature was the option of showing 
: or not showing the report to the individual although the supervisors, 
= ‘by frequent discussions of his work, should let the employee know where 
: he stands." In contrast to its predecessor, the fitness report was to 
| 
be used for a multiplicity of purposes and applied to every individual 
= in the Agency, both in the field and at Headquarters. [25X14 
= 
7 
a 
= 
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25X1A 
WE G2icd 21 September 1954 (see Appendix C) stated the responsi- 


bilities and procedures for preparing the fitness report, the 
frequency and occasions for filing the report, and the steps to be 
taken when the rater believed the employee's performance to be unsatis- 


factory .. 


V. , The Two-Part Form, 1956-58 

Research on fitness reporting continued into the late 1950's. 
Beginning in 1954, the Assessment and Evaluation Staff* under the 
leadership of MJ provided the professional ‘expertise’ at 
the direction of the Career Council. By January 1955 Sy 
had developed a form that he considered worthy of "trial balloon" 
status. This was a modification of Form 37-189 and was circulated to 
approximately 1,500 supervisory personnel. The reception was not good; 
in ee 173 of the questionnaires were ever completed due to the 


complicated nature of the appraisal form. The Career Council at its 


eleventh meeting in July 1955 appointed a Task Force consisting of 


* The A & E Staff was the lineal decendant of the OSS Assessment 
Staff and had been transferred from the OSO to the new Training 
Division in 1951 along with operational training. There was also 
at this time (1954) a small E.O.D. Test unit administering clerical 
and professional test batteries to new employees. This unit 
shuttled back and forth between OTR and OP but was eventually placed 
in OTR. In any event, it played no part in the development of the 
fitness report. 


i 
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2) 


moX1A WE to confer with on the whole business of revising 25X1A 


| re 


the fitness reporting system. Several items were of particular interest 
to the council. They were the use of nemomaNe for super grades, the 
use of a shortened form for reassignment and special reports, and the 
placing of greater emphasis on performance with less emphasis on in- 
tangible personality information. 5/ The result was a new fitness 
report, Form 45, a two-part form designed to perform many tasks. Part 
I dealt with performance and was pointed mainly towards tasks per- 
formed. It was intended to serve for reassignment and special reports. 
Part II was more confidential in nature and contained management-type 
material on the individual's potential and privileged information for 
operating officials and the career boards. It was not to be shown to. 
the individual. 

This proposal was favorably received 6/ and the new form was 
launched in January 1956 (see Appendix D). In the interim, controversy 
arose over the ‘show or 'no show' issue which was finally resolved by 
leaving the matter optional. Instructions to the supervisor read as 
follows: 

This report is designed to help you express your 
evaluation of your subordinates and to transmit 
this evaluation to your supervisor and senior 
officials. Organization policy requires that 


you. inform your subordinate where he stands with 
you. 


. ae 
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The Director also "got into the act" at this point by requesting 
that the new fitness report be modified to include the question, "Has 
the need for the job which your employee has been performing, changed 
during the period under review?" 7/ The DCI's question illustrated 
the difficulty of trying to make the fitness report serve all purposes 
for all people. In his response to the question, Matt Baird, Director 
of Training, had this to say in a Memorandum dated 3 November 1955 to 
the Chairman of the Career Council: 8/ 


The Fitness Report pertains totally and 
exclusively to the performance of the individual on 
the job to which he is assigned. If at the time he 
is completing the Fitness Report, the supervisor's 
thinking is contaminated with considerations per- 
taining to the need for the job, both aspects will 
suffer. Past experience with Fitness Reporting has 
indicated objectivity and fairness of reporting are 
difficult even under the most ideal circumstances. 
To introduce deliberately a consideration of this 
sort would probably give inaccurate information on 
the need for current jobs and tend also to obscure 
the individual's actual performance record. If the 
job were marginal, the supervisors might be induced 
to protect the man by inflating his performance. 

On the other hand, if the performance were marginal, 
the supervisor might be more induced to declare the 
job unnecessary. The interaction of these factors 
is obviously complex and subject to many unknown 
hazards .* 


* A similar interaction was to arise in connection with recommendations 
for promotion in fitness reports, which eventually made it necessary 
to ban such recommendations. 
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ve 
With this issue laid to rest, a number of steps were taken to 
= launch the new fitness report form. A briefing session was conducted 
: 25X1A by ii for the senior operating officers. In addition 
| = training sessions were held in January for senior administrative and 
J personnel officers throughout the Agency. | and 25X1A 
| — 25X1A EE 2nd field counterparts were published on 31 January 
| = 1956. Policies were included which permitted a memorandum of evaluation 
| ; in lieu of fitness reports for supergrades and a petter definition of : 
| 7 the role of the reviewing official. The fitness report Form 45 was a 
: = complicated document. There were still no adjectival ratings, but there 
| was a six-point scale for rating performance evaluation, a seven-point 
-_ : scale for rating specific duties, and a five-point scale for rating 
oe suitability--distinctions which were hard for the supervisor to make. 
! : Thus the complaints continued and so did the experimentation. The Per- 
at sonnel Office was not directly involved in this effort, although it 
entered the playing field more strongly with the naming (iii 25X1A 
c) as Deputy Director of Personnel in 1955. WE wes determined to do 25X1A | 
ee what he could to make the fitness report an instrument of Career Manage- 
| oa ment rather than a means of psychological research. 9/ Following the 
| ai appointment of Gordon Stewart as Director of Personnel in January 1957, 
- his office assumed the guiding role in the fitness report system and the 
= psychologists became the advisors .* 
= * This turn of events was aided by the resignation of [I 25X1A 
in 1959. 
ws 
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VI. Further Experimentation, 1956-57 
At the meeting of the Career Council held on 17 May 1956, the 


concept of a "superior and inferior suitability watch list” based on 
the fitness report ratings was discussed. The Director of Personnel 
was to be the watch stander. The idea was a good one in theory but 
proved to be unworkable in practice. The difficulty was one of 
communication. At the top levels of the Agency, the concept was that 
the fitness reporting system should be the primary instrument for 
ridding the Agency of "mediocrity." "Mediocrity" to top management 
meant inferior or below CIA standards for the grade, whatever they 
may have been. To the supervisors, on the other hand, who had the 
daily interface with the employees, "mediocrity" meant "average" and 
"unsatisfactory" meant that the individual's performance was serious 
enough to warrant his dismissal. This communication gap was never 
bridged.* Instead the experimentation with the fitness report form 
went on and on. | 
On 10 January 1957, presented a Form 45 which repre- 


sented a complete revision of Part II, dealing with supervisory potential. 


* Top management was inclined to attribute its difficulties to the 
lack of backbone on the part of the line supervisors, who would not 
face up to their subordinates and tell them where they stood. Super- 
visors were inexperienced, but mostly they saw the individuals in the 
context of a relatively small group of people with whom they had to 
live and from whom they had to get production. These same people seen 
from the vantage point of the total group looked very different. 
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25X1A 


At the Council's direction [EE with the assistance of the 
Task Force on Fitness Reporting, then undertook a comprehensive study 
of the entire fitness reporting system and of the form necessary to 
implement it. The group was to start fresh and to ask basic questions 
involving not only the form itself but also the evaluation system per 
se. Results were to be submitted to the council in the fall of 1957. 
A pilot run of the new Form 45 extended this date to January 1958. 
During this research period, a revised Form 45, still in two parts, 
Performance and Potential, was given to 30 people--ten from each : 
directorate--who were asked to complete the form for two employees 
under their jurisdiction. Along the line, the fitness report form had 
been considerably reduced in bulk. It was now a two-page form, one 
page of instructions and one of evaluation, but it was still in two 
parts. The test was not favorable. Gordon Stewart, Director of Per- 
sonnel in January 1957, and a member of the Fitness Report Task Force 
from the beginning, felt that a still more simplified form was necessary 
and that the two-part form was too cumbersome to be sieeeseear Many 
supervisors were opposed to the form and to the policy whereby Part I 
was shown to the individual being rated while Part II was not. 

"The conscientious supervisor was in a schizoid climate. All too 


often a positive face would appear on Part I and @ negative one on 


Part II." 11/ 


- il - 
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It was the consensus of numerous operating and administrative officials 
that the information recorded on Part II, Potential, never really served 
to identify employees who were intellectually outstanding or those 
individuals who had the leadership qualities, force, and potential for 
executive development. These sentiments were universal enough to cause 
the abandonment of the two-part fitness report in the Agency in 1958 and 


the termination of the attempt to appraise "yotential" in the report. 


VII. A Simplified Form 45, 1 58-62 

After three different forms in five years, a format was developed 
which prevailed with minor changes until 1962. The new approach rec- 
ognized the controversial nature of fitness reporting, there being almost 
as many opinions about it in the Agency as there were people. What a 
majority wanted and how the majority were using the fitness reports be- 
came the basis for the simplified form presented to the Career Council 
in January 1958. In the process of sampling and testing, the form had 
been reduced to one page. It now placed emphasis on the evaluation of 
the employee's performance in his current position. It emphasized 
narrative evaluation, including justification for relatively high or low 
-yatings. Comment on potential was left to the discretion of the rating 
officer. The ola "show" or "no show" argument was ended. This report 
required certification by the employee that he had seen the report. The 


option to evaluate in memorandum form was substituted for Form 45 for 
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employees in grades GS-14 and above. In reference to the psychologists, 
a, seven-point scale was applied to the section entitled "Evaluation of 
Specific Duties," a six-point scale to "Evaluation of Overall Performance ," 
and a five-point scale to "Description of the Employee." ————iy 25X1A 
felt that the multi-scale arrangement would force the supervisor to. 
give more thought to ratings rather than automatically rating an individ- 
val three (acceptable) or four (competent) all down the line. 12/ 

Gordon Stewart, who at this point was Director of Personnel as 
well as Chairman of the Council, obtained rapid approval of the 
simplified Form 45 and the new form was made available to supervisors 
in Novenber of 1958 (see Appendix E). The system was put into effect 
officially in January of 1959. The Career Council, which convened one 
month later on 5 February 1959, formally terminated any further review 
by the Office of Training of the fitness report system and placed the 
responsibility for implementing the system with the Office of Personnel 


where it has remained ever since (1971). 


VIII. Fitness Reporting, Control, and Monitoring 


The maintenance of fitness reports records on a current basis was 
an impossibility during the period of frequent changes to the system. 
The ink was hardly dry on one form before another came along. Dis- 
satisfaction with the complicated forms in use up to 1958 contributed 
to the foot dragging. It was not until after the 1958 revision that 


coverage was improved, and even then the Personnel Office had to set up 


ae 
A . 
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a manual follow-up system and furnish information on delinquent reports 
to operating officials in an endeavor to spur them to accomplish 100- 
percent coverage. Extensive use of the reports by the Selection Staff 
for entry into the Career Staff and by boards and panels for selecting 
personnel for assignment, for competitive promotion, and for training 
aided in the process of obtaining coverage. 

| The record was greatly improved in 1962 when the DDCI (General 
Marshall $. Carter) stepped into the picture and put his weight behind 
a drive to clear up the delinquent fitness report situation. 13/ Also, 
in 1962, a computer-based fitness report control was established, which 
assisted in resolving the problem. Supervisors were presented by 
"Personnel" with an advance listing, which then served to notify of any 
delinquency after the due date had been passed. 

As to monitoring, the Office of Personnel set up a watch list 
procedure aimed at following up on actions taken in the instance of 
adverse reports and at improving uniformity of ratings, but in the main 
nothing came of this effort. Rating disparities grew between offices 
and divisions. For a time FE Division found it necessary to stamp its 
fitness reports, which it felt were very conservative ratings, to this 
effect so that they would not be misconstrued as a low or bad report 
when compared with those of other divisions. 14/ The Office of Commu- 


nications went through a mass devaluation of ratings and regarded it 


ae Ue 
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as necessary to point out this fact by stamping its fitness reports, 
"»repared in accordance with the new standards issued by the Director 
of Communications." 15) The reports also proved to be controversial 

in determining nominations for individuals for selection out and in 
ranking personnel on relative retention lists for surplus categories 

in the '70L' exercise of 1959-60. Management annoyance grew over the 
inflation of ratings* and the dissimilarity between the good ratings 
given marginal employees by their immediate supervisors and the adverse 


action top management was being asked to take on the same individuals. 16/ 


IX. 1961 Evaluation of Reporting System 


The Career Council on 25 May 1961 responded to management's 
dissatisfaction by requesting the Director of Personnel to make a study 
of the fitness report system with emphasis on standards and variations 
therefrom. The OP study, presented to the Career Council on 24 January 
1962, was a thorough, professional job (see Appendix F). Tabulations 
showing the distribution of the various rating scales were derived from 


an analysis of more than 10,000 reports and the examination in depth of 


* Colonel White, at that time the DDS, never could understand how the 
great majority could be above average. It was a contradiction in terms. 
The DCI, at that time Mr. Dulles, who might understandably have had a 
pathological view of the organization since only terminal cases reached 
him, asked in connection with the 70L Program, “Has anybody gone back 

to the supervisors and asked them why they gave their people good ratings?" 
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300. The circumstances taken into consideration by the study group in 
developing its proposal for revising the Fitness Reporting Program were 


classic. 


Difficulty in stating, understanding and 
interpreting rating standards is not Limited to CIA 
but has long existed in other agencies, the military 
services and in private organizations. Despite con- 
stant efforts to achieve valid rating programs, no 
one system has yet emerged as conspicuously successful. 
Our current fitness report is generally regarded as 
superior to or at least as good as any previously used. 


In CIA, it is difficult to provide adequate 
recognition for individuals who perform well. The 
Fitness Report thus serves an important purpose of 
recognizing on the record good or exceptional achieve- 
ment and performance. The trend, understandably, has 
been to take a liberal approach in the interest of 
management-employee relations. This approach has been 
justified particularly for small overseas units where 
close and harmonious supervisor-employee association 
is imperative to successful operation. 


Most Agency assignments do not lend themselves 
to precise definition and description nor to the 
establishment of formal standards of performance. 
Characteristically, our system has. long recognized 
that the capabilities of the individual influence 
what his position, its requirements, and frequently, 
the grade level will be. Thus, the individual and 
the job are more nearly synonymous in CIA than in 
most organizations, a fact which complicates the 
use of job requirements as a standard for measuring 
effectiveness of performance, 


Perplexing problems have arisen when Career 
Service officials have sought to take adverse action 
against an employee frankly acknowledged to be sub- 
standard but whose Fitness Report faithfully docu- 
ments his performance and capability over the years 
as consistently distinguished. 
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In recognition of the need for improving 
existing employee evaluation practices, several of 
our Career Service heads and operating officials 
have made and are making genuine and aggressive 
efforts to obtain realistic ratings. Some successes 
have been achieved, but a unified, Agency-wide effort 
in this respect has not been undertaken. 


The group in its brief found the fitness reporting system to be 
generally satisfactory. It did raise questions and point to conclusions 


which were summarized as follows: 


The use of three separate rating scales of 
five, six, and seven degrees makes it difficult for 
a supervisor to apply standards clearly and uniformly 
to the three separate rating categories used in the 
report. 


In the use of Fitness Reports for personnel 
management purposes, a difficulty, similar to that 
above, exists causing management officials to focus 
on the rating for Overall Performance, and the 
narrative statement in their interpretation of a 
Fitness Report. 


Insomuch as the performance of nearly all 
Agency personnel clearly or greatly exceeds the 
requirements of their positions, are our people 
overqualified for the work? Or, are our standards 
of performance established too low? Or, is the 
terminology used for our rating standards confusing 
and unclear? (We have long maintained that our 
qualifications standards are high and the require- 
ments of most of our work difficult and demanding.) 


Reviewing officials may be encouraging un- 
realistic rating practices by their failure to play 
an active role in the application of rating standards 
or to contribute to the evaluation of the individual. 


Rating officials may be inadequately trained in 


the important supervisory function of employee 
evaluation and fitness reporting. 
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Xs The 1962 Revision of Form 45 and of the Fitness Reporting System 
The January 1962 report of the Office of Personnel and the Council 


deliberations thereon were reflected in the 1962 revision, which still 
further simplified Form 45 (see Appendix F) by eliminating the three 
different scales. The form now provided for rating both "specific 

duties" and "overall performance" on a five-point scale with adjectives 
describing each level (weak, adequate, proficient, strong, and outstanding) . 
The intervals on the scale were not even. Only one rating was aasianed 

to less than satisfactory performance, but four levels were provided 

for discriminating among degrees from satisfactory (adequate) to out- 
standing. The section dealing with evaluation of "personal characteristics" 
was eliminated and "factors for this evaluation" were transferred to 

the instructions with the suggestion that they be handled by comment in 

the narrative section of the report. The role of the reviewing official 
was strengthened and additional space was provided for narrative comments 
by the reviewer. He could no longer merely check a box. Instructions 

were given on a new rating factor which provided for comments on 

managerial and supervisory responsibilities and abilities. Provision was 
also made on the fitness report and in the instructions for the individ- 

ual who was being rated to indicate that he was attaching a memorandum 


regarding his rating should he so desire. 
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XI. The 1969 Revision of Form 45 

The 1962 form and instructions lasted for seven years, during 
which time the Brenna, quality, content, and usefulness of the 
reports improved considerably. The five-point scale proved to be uni- 
versally understood, as shown by the following 1968 rating distribution 
by the career service .* 


Over-all Performance in Current Duties 


Percent 
Out- Pro- Ade- 
standing (0) Strong (S) ficient (P) quate (A) Weak (W) 
DCI Group . 23.4 48.2 ah 3 3.6 0.5 
Fe 
DDP Group Tse 66.6 2.7 1.4 0.1 
Sas 
DDS Group 7.0 63.5 27.8 1.6 Od 
DDI Group 6.7 64.0 27.8 - “4.4 0.1 
eae : 
DDS&I Group 9.3 60.4 28.7 1.6 0.0 
om ese | 


At least, each major Directorate inflated its ratings uniformly. 


* The table also may reflect the tendency to give "C plus" people a 
"B" mark, or to translate it into Agency terms, the "P plus" people were 
being marked in the "S" grade on the factor of "Overall Performance." 


Pipe Loge 
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Suggestions and recommendations for change were as frequent as 
ever, but these were resisted successfully until June 1968 when the 
Deputy Director for Plans (DDP) sent a memorandum to the Director of 
Personnel which required acknowledgement. The DDP proposed among 
other things that a three-point scale be used (unsatisfactory, 
satisfactory, outstanding) and that an annual performance consultation 
take place which would be attested to by memorandum (see Appendix G). 

Of the many arguments advanced for the change, two were very strong-- 
namely, that only three ratings were being used away and that the 
adjectival scale was vague and weasel worded (weak, adequate, proficient, 
strong, and outstanding). The rating of "adequate" was giving the 

DDP a particularly bad time in trying to dislodge people who had 

stacked arms but who could point to the "adequate" rating when adverse 
action was attempted. 

The Director of Personnel (Robert Wattles) was advised by the 
Executive Director-Comptroller (Colonel White) to approach any canes 
in the fitness report with great caution. 18/ D/Pers thereupon 
circulated the DDP proposal to the other deputies on a kind of referendum 
basis. Their replies were unfavorable to the performance consultation 
idea and unanimously against change in the five-point scale (see Appendix 
G). Since there no longer was a Career Council where differences could 
pe worked out, the Director of Personnel made use of the deputies’ 


meetings with the Executive Director to reach a compromise. Agreement 
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was reached by the deputies at their February 1969 meeting. The five- 
point scale would be retained. New terms and definitions were given to 
the bottom end of the scale as shown below, which had the effect of 
shifting the points so that there were now two ratings for less than 
satisfactory performance (see Appendix H). Some sentiment existed 
that this shift would further inflate ratings. Supervisors would be 
reluctant to pin the "marginal" label on an employee who was on the 
top edge of the "adequate" scale. Time alone would tell whether or 
not the change would really be retroactive in the minds of the user 
of the fitness reports so that all people marked "gdequate" would be 
placed in the "marginal" category. The new terms and definitions are 


as follows: 


U - Unsatisfactory Performance is unacceptable. A 
rating in this category requires 
immediate and positive remedial action. 
The nature of the action could range 
from counseling to further training, 
to placing on probation, to reassign- 
ment, or to separation. Describe 
action taken or proposed in Section C. 


M - Marginal Performance is deficient in some 
aspects. The reasons for assigning 
this rating should be stated in Section 

. C and remedial actions taken or recom- 
mended should be described. 


P - Proficient Performance is satisfactory. Desired 
results are being produced in the 
manner expected. 


S = Strong Performance is characterized by 
exceptional proficiency. 


O - Outstanding Performance is so exceptional in 
. relation to requirements of the work 
and in comparison to the performance 
of others going similar work as to 
warrant special recognition. 
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XII. Selected Issues of Fitness Reporting 
A. Inflation of Ratings 


The human tendency to overrate people is universal to all 
rating systems. It was 4 particular source of irritation to Agency 
management during 1959-60, when the Agency was going through the 701 
Program and attempting to separate marginal people, most of whom had 
good fitness reports. Another manifestation was found at the career 
board or panel level, where the fitness report rating was proven use- 
less in distinguishing between people for ranking purposes. 

The Agency. has been reluctant to resort to psychological 
gimmicks to meet this problem, probably as a result of overdoing the 
psychologist's approach in the early years. One such device, the so- 
called forced distribution, assigns a quota to each point in the scale 
so. that a career service cannot have more than a given percentage at 
each level. Another device was to have the rating official indicate 
how many employees of similar grades he had rated at each level bhi 
scale, so that management could "get a line" on the rater and his 
approach to grading (see Appendix I). Then there were those who said 
that the thing to do was just to change the form every five years or so 
and start all over again. Finally, there was the alternative of the 


two-part form. As this history is being written (1971), the Ervin Bill* 


* The so called federal employee bill of rights sponsored by Senator 
Sam J. Ervin,. Jr. of North Carolina, passed by the Senate and stalled 
in the House (October 1971). 
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may place statutory restraints on the ratings of an employee's 
personality and potential as an invasion of privacy. Part II of the 
fitness report, the part not shown to the employee, asualiy represents 
this type of material. 

The method of combating inflated ratings which is probably 
best suited to the Agency consists of a periodic review by the Head 
of the Career Service which attempts to tighten up the situation and 
is invariably accompanied by some official mark or stamp indicating 
the new order. ‘The approach taken by the Director of Current Intel- 
ligence because of his concern that the new definitions of the rating 
scale would lead to further inflation of ratings was set forth in a 
memorandum to all OCI employees in January 1970 (see Appendix Shs 

B. Promotion Recommendations in Fitness Reports 

In July 1968 the Agency decided to adopt a policy under 
which promotion recommendations could no longer be included in fitness 
reports. 19/ The policy resulted from a feeling on the part of the 
career boards that supervisors who recommended promotions in fitness 
reports were "passing the buck" to the boards while looking good to 
their subordinates. Although not exactly a noble rationale for keeping 
promotion recommendations out of fitness reports, the policy was 
designed to keep supervisors from making promises they could not keep. 
The first-Line supervisor had no authority to promote; he was primarily 


concerned with rating his subordinates. From a purely practical point 


cee 
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of view, it made sense to minimize as much as possible the interaction 
of the many factors already present in the delicate business of writing 


fitness reports and appraising people. 


Ce Training in Fitness Report Writing 
The Deputy Directors in the course of adopting the 1969 


changes in the fitness reporting system requested that formal training 
on fitness reporting be made part of the Agency supervisory training 
courses and that the "training include what is really expected of 
supervisors or rating officers, i.e., frankness, forthrightness, 
objectivity and the like." 20/ The Office of Training introduced these 
sessions in 1970, recognizing the difficulty of teaching a subject like 
this in the classroom. For example, the initial classes reacted very 
negatively to the changes--in effect, they rejected them. In the words 
of the Director of Training 21/: 


"The two main features, a reliable and redefined 
rating scale and a more precise reporting require- 
ment for the Reviewing Official produced two 
general comments from the students: stronger 
rating scale and accompanying definitions would 
result in an escalation of performance ratings, 
and the play of a normal degree of subjectivity 
in the reviewer, combined with the absence of 
formal standards or criteria to assist him in 
evaluating the rater objectively, would reduce 
significantly the goal of strengthening the role 
of the Reviewing Official. The charges are that 
the most that can be accomplished by formal 
training, aside from the information imparted, 
would be to give the supervisor or rating official 
a picture of the vital part he plays and his 
rating plays in the total management picture, 
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making sure he understands the consequences 
to him in damaged reputation for the over- 
rating of mediocre people who later come to 
the attention of top management." 
D. Adjudication and Removal of Unfavorable Fitness Reports 
From time to time, proposals were advanced to establish a 
more formal adjudication procedure for adverse fitness reports or those 
which the individual considered adverse. For example, in February 1968 


the DDP requested, and the Director of Personnel at first agreed to, 


revising the 


Militating against the idea was the bureaucratic assumption that this 
kind of confrontation would immediately become part of the established 
procedure and be considered a basic right of an employee. Officials 
were apprehensive concerning the rash of complaints which further 
elaboration would generate, and it was pointed out that there was @ 
grievance procedure on the books that was sufficiently instructive and 
clear. The Deputy Directors considered this change when they were 
examining the 1969 revisions and eventually turned down the proposal 
on the basis of the arguments noted. They did, however, provide in the 
instructions, that where a fitness report contained an adverse comment , 


subsequent fitness reports should then pick up and specifically mention 
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such comment and the current state of the individual's performance or 
behavior characteristic. 23/ 

Along these same lines, the Inspector General suggested in 
a& memorandum to the Director of Personnel in February 1969 that the 
existence of unfavorable fitness reports in an individual's file could 
affect decisions regarding promotion and reassignments for many years. 
The Inspector General suggested that all fitness reports be removed 
after five years. 2h/ 

The suggestion resulted in a review of federal practice ,* 
and the following arguments against the proposal were presented 25/: 

(1) People having strong or outstanding fitness 

reports and wanting them retained would greatly 

outnumber those having poor or middling reports 

who wanted them removed. 

(2) We would lose a central depository for job 

information. The Fitness Report contains the 


most available statement of duties actually 
performed. 


* To quote from the briefing paper prepared for the Director of Per- 
sonnel on 18 April 1969, "A review of Federal Personnel Regulations 
indicates there is no statutory or administrative policy which would 
preclude this action in the government at large. The Federal Per- 
sonnel Menual classifies efficiency ratings as temporary documents 
except where they are outstanding or unsatisfactory, subject to 
removal (from the Official Personnel File) at the discretion of the 
Agency or department after three years. The Foreign Service has no 
specific rules or regulations on the retention of their Personnel 
Evaluation Report. Their Official Personnel File is divided into an 
administrative file and a performance file. The latter is further 
subdivided so that material five years of age and less is separated 
out and made available to the Selection Board. A spot check with the 
Navy civilian personnel office indicates that ratings are retained 
indefinitely in that department." 26/ 
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(3) Review of career progression would be 
difficult. No other personnel document 
contains the detailed information in the 
Fitness Report. 


(4) Information would not be available for 
reassignment where performance in, for example, 
previous overseas assignments might be very 
important. 


(5) The DDP proposal in January 1968 that 
Agency Regulations be modified to require 

an official adjudication when requested by 
the employee who has received an adversely 
critical report has been considered. The 
adjudication authority would be in the chain 
of command of the Directorate concerned and 
would be authorized to replace the original 
report with a new report if it found that an 
injustice had been done. The original report 
and its rebuttal by the employee would be 
retained in the Sensitive Information File 
of the Office of Personnel. This proposal, 
which is more precisely targeted, was turned 
down for reasons previously stated. 


The Deputy Directors considered the IG proposal at their 


17 April 1969 meeting and rejected it for reasons noted. 
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Appendix A 


Status and Efficiency Report 
Form No. 51-53 


December 1947 
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FORTEGN LAND. 
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. INCLUSIVE,OF THE FORM ANO DELIVER SAME TO HIS REPORTING OFFICER FOR COMPLETION OF THE EFFICIENCY RATING AKO FORWARD 
ING TO WASHINGTON HEAOQUARTERS NOT LESS THAN 10 DAYS AFTER CLOSE OF REPORTING PERIOD. oe 5 
‘ ie 


THE REPORTING OFFICER {§ DEFINED AS THE EMPLOYEE'S IMMEDIATE SUPERVISOR, IN OTHER WORDS THE PERSON WHO 

1S PRESUMADLY DEST ACQUAINTED WITH THE EMPLOYEE'S WORKING EFFICIENCY. HOWEVER, DEPERDING UPON CIRCUMS  - 

STANCES, THE CHIEF OF STATION MAY KOT WISH YO ENTRUST THE INMEOTATE SUPERVISOR WITH THIS RESPONSTOIL* ‘ 

“[TY, IM ANY CASE. THE CHIEF OF STATION WILL CHANGE OR MODIFY THE RATING OF THE REPORTING OFFICER wRoN’ 7” 5 
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UPON DETERMINATION OR RECOMMENDATION THAT AN EMPLOYEE (NA ‘FIELD STATION SHOULD DE REASSIGNED TO AN® 
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wee OF REASSIGNMENT 1S BEING GIVEN WITHOUT EMPLOYEE'S KNOWLEDGE, {TEMS 1 TO 6 WILL BE FELLEO IN AS FAR AS : 


POSSIBLE BY THE RATING OFFICER WITHOUT REFERRAL TO EMPLOYEE.’ 
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i @ SUBJECT: teps in the Inauguration of the Personnel Evaluation Progra. 
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nnel Evaluation Program is immediate. 
a Personnel Evaluation Report on the 
anniversary of the individual's entrance on, duty in CIA would unneces~_ - ,. ot 
for some individuals. In order to activitate the Soa 
it will pe phased into operation as follows: 
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— 4 1. The need for the CIA Perso 
=. The normal procedure for preparing 
t 
{ 


| 5 sets  garily delay the program 
: '. program as 500K 46 practicable, 


a. : f 
>t : srouch Betover, 
a. Phase Ll: August through October, 1952 
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etringtion of supervisors and other Agency 

ed jointly by the Personnel Office and : 

This inéoctrination will be concerned 

tud results of the Personnel . 
e Personnel Evaluation Report 


Training and indo 
officials will be conduct 
es oe the Office of Training. 
i a with the purposes, uses and anticipa 

esate Evaluation Program and the use of the 
ae oe a (Form 47-151). Responsibility for phase 1 is loca, in the 
26 X1A Managewent Training Division, Office of Training, es 295K1A 
a’ > Pichief) koou 1307/"1" Building, Extension 2761, This office 
will establish gl for conferences and seminars &3 required, 


be Phase 23 Adctover through December, 1952 


The first annual cycle for the preparation of Personnel 
i Evaluation Reports will be telescoped into the last three months 
i= a of 1952 according to tne sehcdule below. In addition, Tnitial 
a : Reports willbe prepared for all personnel who, during this period, 
> service with the Agency, ¢*~ ae 


a 2 complete théir first nine months 9 
= clusive ov time spent in provisional status pending full security 
; clearance; 1. ¢-, trial-period pevsonnel. Responsibility for phase 
a is 2 is logated.in the Personnel Division (0) and the Personnel Division 
< (c) of /the Personnel office. jo = | 
| Schedule 
al lst Annual ~ — Bnd Annual Trterval 
\ Report due in Report due in between reports : 
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SURJECT: Personnel } valuation ' 


(Revised), effective 1 August 1952 


vane? 
This our ice provides’: LO. i 
slbilitics for sone. evalr ung? 


and outlines detailed respon- 


m, 


an eee “ ma F . oo ‘ ait i 
ae or oe 2. Definitioy of Per Pron A fnvaruation 


a Ns “F 7 ¢ 
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Bo Porsanncy evalustfon ag used du the Central Intelligence .s 


| . Agency is tho! ‘supicevisorts considered and judicious sopruisal : a 
on of the pero JaseeNg nd capebilitics of ench individusl Lor whom + fie aaa 
if ; i 

| 


he is idrmoedia taly reaps Maible. This evaluetion is in terns of 
“the requirement /of th individual's current position and his 
potential for Louge stone sceviee with the Agency. It is not.a 
performance or, at evficidncy raving in the sense that individuals 
are compare od on th a isis %f @ Dre detomined adjectival or 


muucrical stale. 
6. ay f 
De \ The significance of « Sporsonnel cvaluation lics in the re 
constructive action which will kc taken to develop end use each 
individual's abil, ities and potentialities most effectively. 


“ 


, si . 
Ae 3 
at 55 3. Need for een %, - 


o™ : 
( <> Continuing Day-by-Day Evaluation vs 
\ - 
Ae, A supervisor aust be continually aware of the abilities 

fiid porforfance of cach porson in his ofsaniagstion if he is 
\ detively e aid hin to develcp lis okt ard abilities. The . te 
*, \ duslahy its ined from continuing aporateais Will enable the = 
‘“-pupervieg: to stiwmulote the productiveness kad job coniidence |. . . 
| of duis souls and to dcv elop. teanwork ond pride in the orgun- 
. ization, 
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if In eddition to day-by-day guidsnce, it is uechssary that 
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i: et . re ay : : ' zi - 
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kh, Specific Uses of Personnel Evaluation oo fe THiS | ae 
a TE sere a ; ‘ 


epee lenrnn® of desirable traits : 


information as to their jobs. A clear understanding betwoen 


: KESYRICTUD : ; ged 
Security Information , 
7 f 
Nhe preparation of these reports : 


each individual's career plan. 
the supervisor's attention on the 


will serve periodically to focus 
actual ondipotential contributions of each individual. Through 


this process the supervisor acquires oO systema atic jnventory ot 
the hunan resources within his unit. ne 


The uses of personne] evaluation include the following 


me 


-a, Identifying each person's aptitudes, knowledges, onills 
and interests; 


b. Promoting discussions between supervis sors and- those 


supervised concerning work performance and carcer deve Loprent 5 


Cc. Increasing individual officiency by spotting and cove 
recting specific problous and deficiencies and helping in tne = 


a. Serving as a basis for individea prene for career 
GovelQparnyy : ; 


Ce PasntlAne outstanding sarvice; 


£. Identifying individuals who fail to perform as effective 
members of the organization; and 


@. Identifying the need for training, reassignuent, rotation, 
robotion, demotion, separation and othor formal personnel actions, 
a a ji ; 


it We bins 6 RWG 


5. Responsibilities for Pcrs L Evaluation 
Pad hich tipo beste iJitios Tor rorsonne. AV luction 
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Qe Respone sei letice of Individuals ZA 


Mach individual mist underst tand the responsibilities ‘. 
and requirements of his position. This is an inherent condition 
of employment and impos so6 @ TEs emma upon the individusl 


Ce ae Tee Sea 


to discuss with his immediate supervisor any problon or un- 
certainty which obscures his con; prokuanion of his work. @his : 


dous not mininize the responsibility of the supervisor Lor ; 
ensuring that those whom ho superviscs are provided with Pull 7 : 


the supervisor ond the individual is the result of a reciprocal d 

relationship, end effective performance by and develonment ; “ 
of the individual arocted from the two-way communication : 
between thei. , E 
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Yeas b. Responsibilities of Supervisors. 
7 ' (1) Inmediate Supervisor 
a ae - The imuediate supervisor who assigns and reviews 
ink the work of others bears primary ‘responsibllity for evaluating, 
: guiding and developing the potentialltles and capabilities of 
[op at : ' | .those whom he supervises. -In order to vecord his evaluations 
ial th es and recommendations, lie will prepare Personnel Evaluation : 
i ; -  ,  . Reports as required. i 
. oer ; (2) Reviewing Official 
The supervisor next in line of authority above the : 
|| : immediate supervisor is responsible for reviewing Personnel ; 
CAMB 2, ge 2-4 Evaluation Reports. He will determine whether they conform : 
‘ Ss -to pertinent Agency policy and regulations and will assist 
eS ty in the effective us2 of tie recorded informition, He has 
- ea the additional responsibility of ensuring that supervisors 
ar under his authority are effective in directing, leading, 
4 evaluating and developing thelr personnel, 
ap Be FS ’ @. Responsibilities of Office Cereer Service Boards 
a a ; a. 4 
mace 8 ; It is the responsibility of each Office Carcer Service 
bale Board, to review plans contained in the Personnel. Evaluation Report 
ous oe for the training, assignment, advancement, rotation or promotion 
: of each individual fallizg within its jurisdiction and to recome 
ea : © mend to the Assistant Director or Office head tne action that - + : 
ma: ; should be taken. PH - 
Se 6. ‘yves of Reports F 
= ° &, Initial Reports — ae 7 : 
Tae ‘ is 
fs ; The supervisor will prepare a Personnel Evaluation Report r 
ws: 4 for each individual at the end of his first nine months gf service - 
ns : with the Agency, exclusive of time that ney have been spent in i 
i provisional status pending ull security chearance. Such a report | 
eel oe _ will be made regardless of the length of time that the individual i: 
na : has been under his immediate supervision, nee : ae 
». Annual Reports . 
: Phe supervisor vill. prepare a Personnel] Evaluation Report t 
.. annually for each individual on the anniversary of his entrance ' 
i: on duty unless a report has becn made within the three months B 
: L a 7 s : Ly iE 
pe. . ; RESTRICTED [; 
-_ Security Information 1° 
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-_ _. ‘STRICTH 
a, : Security Information 
a | 7 
; . prior to the anniversary date. When necessary the due dnte of 
ho. an.annusi report will be deferred until the individual has been 
ea: "= under the supervisor's jurisdiction for GO dazs. \ 
a ; ee » % ; 
_@. - Special Reports 
a: i ; ’ The supervisor will prepare a Personnel Evaluation Report 


: _ when un individual leaves the Agency. This report will include 
the supervisor's recommendation concerning his suitability for 
re-employment. Such special reports shall be attached to the 
“Personnel Action Request form when it is forwurded to the 

bee . Personnel Office. Special reports also may be mide whenever they 

tO are aduinistratively required. 


‘a. Reassignment Reports 


ates ac A Personnel Evaluation Report will be prepared for an 

al individual whenever his sunervisor is to be pernmanently..changed. 
' ae _ Supervisors who are to be reassigned will prepare reports for 

i all persons under their inuaediate jurisdiction. Supervisors will. 

: ' prepare reports for Lludividuals who are to be reassigned Lrom 

ie -  thedr units. In case the immediate supcrvisor is not available, 

i ae such reassigument reports will be prepared by the person next 

ope in line who has direct knowledge of the individual's work. The 
= Assistant Director (Personnel) or his designated representative 
may grent temporary oxemption from this vequircnwernt to specific 

organizational components of the Agency. 


i 
if 
I % wereparation of Raports (See Plow Chert. attached) 
it . : : : 
t 2 . : ; P a: 
4 : a. Prior to the dete an initiel or annual Personnes 
= a Evalyution Report is due, the Personnel OPfice will notify 
Le a - ‘the Office concerned through the official designnted vy the 
oe i Office tu serve as its Evaluations Officer, with cosponsibility 


for aduinistrative activities comested with the personnel 
evaluation program. The Evaluations Ofricer will initiate 
-  aetton on Form 37-151 by entering the identifying quta in 
Items 1 through 6 on the form and forwarding it in duplicate 
: to the appropriate supervisor. Special reports may be initiated 
: -either by the Persounel Office or by the Office concerned, 

, Reasoiemment reports will be initiased by the Office concerned . 


: oe. The supervisor will furnish the form in duplicate to the 
abo jndividuel concerned who will compicte Items 7 through lO, At 

LE the time the supervisor transmits the form-to the individual, 
= he wlll offer hia assistance: aid cooperation, 
aaa . 

: ‘RESTRICTED 

Security Information 


a. : ~ 39-- Ns — | a ae 
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Security Information oe 


c. The supervisor will cormmiete Items 1) through 18 ond 
wili exercise considered dudsment in appraising the adeauacy 
of the work performed, the qualifications of the individual 
for his position and his pote entioalles es for greater s service 
to the Agency. Upon compiction of the evaluation, ne will 
forward the form to the appropriate reviewing of fficial. 


d.. Item 17 of the torts provides a means for formalizing 
warnings oa individuals concerning ineffective performance. 
If it is supervisor's considered opinion that the ine 
Aividualis’ ae contribution has been sufficiently ineffective 
to require cdverse action, he will attach to each of the 
copies of the Personnel Evaluation Report a cony ora warning 
memorandum, If the supervisor has not already & given the 
individual such a memorandum, be wlil prepare one at the tine 
the Report is made. Warning memoranda will be coordinated 
with the Personnel Office bevore they are given’to the 
individual. When attached to Personnel Byvaluation Reports, 
they will serve to alert the Personnel Office + and appropriate 
Career Service Boards to situations requiring special attention. 


e. The review! ng official wid discuss the pine with 


.the supervisor in order to analyze the results of the valuation 


and to determine vhethes additional action sous he E eamnanaee 
to improve or tettor whildec the individual's skills, The 
reviewing official also should disuuss with the imucdiate 
supervisor any recomendations waieh would assis the supervisor 
in carrying out his responsibilities in the personnel evaluation 


process and in taking appropriate ¢ aetion based onthe evaluation. 


Upon the conclusion of his ieview and after Alscussion with the 
supervisor, the reviewing official will sign the form in 
duplicate and will forverd both copies to the supervisor. 

8, The Interviey 

a, Within onc week after a Personnel Evaluation Report has 
been reviewed by the reviewing.official, or as soon thereafter 
as’ practicable the supervisor Wilt interview the individual 
concerned to apprise him of the evaluation and to use the Report 
as a basis for constructive discuss tou and planning. 


b. The interview will have an portant influonee on the 
relationship between the sunervisor and the individual, Therefore, 
the supervisor should adapt his approuch epecits {cally to each 
individual and plan the content end sequence of the discussion 
according to the personal relationship existing between them, 


RESTRICTED | t 
Security Toforma tion 
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- . : os. sg 
. ec. During the interview, the supervisor will discuss each ell 
item of the Report, He should enconware the individual to discuss 
. ; his understanding of his duties and responsibilities in order to 
im resolve any misunderstanding of what is expected of him, He should 
: ' express recognition of the indivldual's strevgths and work . 
achievements, Diseussion of specific shortcomings should be 
: ; coupled with constructive suggestions of muaus oy which the in- 
! @ividual cen improve hinself with assistance through supervision, 
: - rotation and training. In this comection, he should encourage 
ie the individual to analyze uny work, personal or other situctional 
and ' <4 - factors which may have effected his performance. Before closing 
— the interview, the supervisor should summarize the results of the 
. qi. ; discussion emphasizing the course of mutual action which has been 
: i developed to advance the individual's effectivencss With the Agency. 


9. Routing of Reports a 


i 
= ae a. Upon coupletion of the discussion with the Individual, 
the supervisor will sign both coples of the Report and submit 
them to the Evaluations Officer. He wlll retain tre duplicate 
copy and forward the original to the Personne] Division, overt or 
covert, within thirty days of the due date (the last dute covercd 
‘py tac evaluetion peviodjexcept that trial period Reperts will be 
ae os subnitted within fifteen deys of the due date. The duplicate copy, 
_-. / .. Which is retained by the Eveluations Officer, will be made available 
a to the Office Career Survice Board, 


r 
alll wee 


‘ 


roe 8 : b. he Personne) Office will review the Personnel Evaluation 
ere - Report and will consult the Offiee eencerned with. respect to 
any action which appears to be necessary or desirable, The 
eae original copy of the Personnel Evaluation Report will be filed in 
=: the individual's official personucl folder,  . 


i. - ¢ If en individual's performance is described as unsatis- 
a! a "4 factory by the attachuent of a warning memorandwa to his annual 
: Personnel Evaluation Repurt, the fact will be posted to his : 
service record card by the Transactions and Recards Branch of 
3 : the appropriate Persornel Divigion., This will make the individual 
_ : 7 5 ineligible for a periodic pay increase until his next Gurniai. a 
report ls made. Advisory Appeal Boards appointed and convencd 
-.  25X1A sin accordance vith i BBBBMi1.., ot the individul's 
il: - request, re-examine officiul vurning menoranda and recommend 
 gebtlon to the appropriate officinls, : : 
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ae *" 10, persennel Evaluntion Rerorts Sor Field Personne). 


: .  * Personnel Evaluation Reports for individuals who arc serving 
= ne in the field will be prepared and submitted in conformance with the 
principles of this Notice. Procedures adapting this Notice to ficld 
situations will be established through appropriate ficld instructions. 


FOR THE DIRECTOR OF CENTRAL INTELLIGENCE: 


_ a * , 216? ~ BeriK = 


e . ‘ L. K, WHITE 
BS Bo cae : Acting Deputy Director 
od “a ak Peg a (Administration) 


_ DISTRIBUTION Ko, 4 


Attachuents; Flow Chart 
: : Personnel Evaluation Report 
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PERSONNEL EVALUATION REPORT - 


(Initial and Annual Reports) 


Transactions & Records 
Branch of the appro- 
priate Personnel Divi- 
sion notifies Office 

when the report is due 


Evaluations Officer 
completes items 1 
thru 6 of PER and 
forwards it to 
immediate supervisor 


Supervisor forwards 
PER to individual 
concerned, discussing 

with him purpose of the 


Supervisor may discuss 


* 


INDIVIDUAL 
CONCERNED 


concerned 
completes items 7 
thru 10 of PER and 
returns it to super- 
visor 


Supervisor completes 
items 11 thru 17 and 
forwards PER to re- 


one ee ee ee eee 


with Placement Officer. 
If action is taken re 
item 17, he shall coor- 


viewing official (su- 


dinate with Placement pervisor next in line) 


Reviewing official re- 
views PER, discusses 

plans and recommenda- 
tions with supervisor 
as necessary and signs 


and returns PER to 


gee 


Supervisor holds PER 
pending completion of 
ithe interview, then 
signs both copies and 
forwards them to the 
Evaluations Officer 


Evaluations Officer 
forwards original to 
Personnel Office and 
duplicate to Office 

Career Service Board 


Personnel Office ab- 
stracts pertinent in- 
formation, plans 
follow-up action and 
files the original as 
2 permanent record in 
the individual's 
official personnel 


ous 


Office Career Service - 
Board reviews plan and 
recommendations for 

approval of the Assist- 
ant Director or Office 
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Supervisor interviews 
the individual, dis- 
cussing the evaluation, 
recommendations and 
plans. If action re 
item 17 is being taken 
so informs individual 
and explains his right 
of appeal 


ee routing of PER 
~~ related action 
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“PERSONNEL EVALUATION REPORT 


(See instructions on Reverse Side) 


The personne? Evaluation Report ts an Important part of the Career Service Pro- 
gram. it seeks to assure for every person a carefully planned career, with advance — 
ment based on demonstrated abillty. For the individual, It-means an opportunity to 
voice his Interests and to discuss his job and his progress with his supervisor. To 
the supervisor, it gives asststance in carrying out a major responsibility, the de- 
velopment of the people he supervises. For the Agency as 4 whole, It means successful 
teamwork based on mutual understanding and respect. - 


< ‘ 
THIS PORTION TO BE DETACHED ONLY BY AUTHORIZED OFFIC 
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20. COMMENTS (Continued): . : . : 


INSTRUCTIONS 


i 1. Instruction to the Administrative or Personnel Officer 


Consult current Administrative Instructions regarding the initiation and transmittal of this report. 


2. Instruction to the person evaluated 


Since this evaluation will become an important part of your record, you will want to give to it as much care 
and attention as you would like to have it receive from your Supervisor and the Reviewing Official. With 
respect to items 8 and 9, you should include courses of instruction or assignments, either within or out- 
side of the Agency, which you consider pertinent to your career development. 


3. Instruction to the Supervisor and the Reviewing Official 


' - a. As the supervisor who assigns, directs and reviews the work of others, you bear primary responsibility for 
, 4 planning and fostering the development of each person under your supervision, commensurate with his ca- 
1 7 pacity, aptitude, knowledge and skills. As an alert supervisor, you judge the people working with you on a 
job<by-job and day-by-day basis and use this information in carrying Out your supervisory responsibilities, 
Although evaluation is a continuous process, it is necessary periodically to record your observations and 
recomendations for appropriate action. In preparing the report you should consider the individual*’s capa- 
, bilities for further development in his present assignment and his potentialities for more effective 
utilization in other positions, including work of a more responsible and difficult nature. 


“e b. The following traits are generally regarded as having some bearing on a person’s performance and develop— 
: ment. Although you are not asked for specific ratings, do not hesitate to refer to these or similar traits 
in your comments, which should be terse and precise. 


: : COOPERATION RESOURCEFULNESS ‘ 
ae DEPENDABILITY STABILITY UNDER PRESSURE 

i ; ACCURACY \ ABILITY TO OBTAIN RESULTS 

! ; SECURITY CONSCIOUSNESS JUOGMENT 

: INITIATIVE LEADERSHIP 


c. In fairness to the individual and in the interest of. the Agency, the importance of carefully prepared and 
accurate Personnel Evaluation Reports can not be overstressed, The following basic principles of evaluation 


“should be kept in minds _ 
(1) Base your judgment on 
What you have obServed the individual do or fail to do. 


Typical performance as well as critical incidents. 
xamples relevant to the duties under consideration. 


oe (2) Different standards prevail in different assignments. Every effort should be made to arrive at a just 
: estimate of the qualities of the individual as demonstrated earn the report period. Avoid exaggera- 
os tions. They detract from the value of the report and are unfair to others. Se . 


(3) BIASED OPINIONS BASED ON PERSONAL LIKES ANO DISLIKES MUST BE SCRUPULOUSLY AVOIDED. fT SHOULD BE BORNE 
IN MIND THAT THE PREPARATION OF EVALUATION REPORTS IS AN IMPORTANT RESPONSIBILITY OF ALL SUPERVISORS 
AND THEIR CAREFUL PREPARATION IS AN INDICATION OF THE SUPERVISOR'S OWN ABILITY AND QUALIFICATION FOR 


THE POSITION HE HOLDS. 


“~. \ FRANK DISCUSSION BETWEEN SUPERVISOR ANO INDIVIDUAL CONCERNING THIS REPORT IS NECESSARY IN ORDER TO ASSIST IN THE 
‘ DEVELOPMENT AND BEST USE OF EVERY INDIVIDUAL*S CAPABILITIES. 
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a 
eo ae PERSONNEL EVALUATION REPORT os 
. al : > 
Itens f through 6 will be completed by Administrative or Paraonnel Officer 
le NAME (Last) (First) (Middle) poeeee POSITION TITLE 
us. 4. OFFICE - STAFF OR DIVISION BRANCH - 1) oget# le | tf FIELD, SPECIFY STATION 
C=) Fieto 
iY, ‘ 5. PERIOD COVERED BY REPORT 6. TYPE OF REPORT 
al From .: _ To C__Jtnittal Cl] Affnual (J Special 
: (CTT Reassignmont C__]} Reasslgnmant of Supervisor 
: Items 7 through 10 will be completed by the person evaluated ’ 
ia Te LIST YOUR MAJOR DUTIES IN APPROXIMATE ORDER OF IMPORTANCE, WITH A BRIEF DESCRIPTION OF EACH. OMIT MINOR DUTIES. 
i. | 
a 


iss ” 6. LIST COURSES OF INSTRUCTION COMPLETED OURING REPORT PERIOD. 


La Name of Course Location Length of Course Date Completed 
— 
| . 
2% t. J. IN WHAT TYPE OF WORK ARE YOU PRIMARILY INTERESTED? 
i = IF OIFFERENT FROM YOUR PRESENT J06,, EXPLAIN YOUR QUALIFICATIONS (APTITUDE, KNOWLEDGE, SKILLS). 
=| 
oa 


NN 


DATE . SIGNATURE 
Items 11 through 18 will be completed by Supervisor 


im lle BRIEFLY DESCRIBE THIS PERSON'S PERFORMANCE ON THE MAJOR DUTIES LISTED UNDER ITEM 7 ABOVE. 


* 


FORM KO. 


nay 1952 P7454 | SECRET = We 7 a 
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13. 


14. 


15. 


17. 


18. 


LC 


19. 


i LL 


20. 


1 HAVE REVIEWED THE ABOVE REPORT. 


; "Secret 
SECURITY INFORMATION 
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-.«N WHAT RESPECT IS THIS PERSON'S PERFORMANCE ON PRESENT J08 MOST NOTICEABLY GOO0O0 OR OUTSTANDING? 


ON WHAT ASPECT OF PERFORMANCE SHOULD ‘THIS PERSON CONCENTRATE EFFORT FOR SELF IMPROVEMERT? 


‘ 


« 


fae 


CONNENT ON THES PERSON'S ABILITY TO HANDLE GREATER RESPONSIBILITIES NOW OR IN THE FUTURE. 


ARE THERE OTHER DUTIES WHICH BETTER SUIT THIS PERSON'S QUALIFICATIONS? (Recommend. appropriate reassignment, If 


possibta.) ‘3 


WHAT TRAINING OR ROTATION DO YOU RECOMMEND FOR THIS PERSON? 


1F PERFORMANCE DURING REPORT PERIOD KAS SEEN UNSATISFACTORY, THERE 1S ATTACHED COPY OF MEMORANDUM NOTIFYING THIS 


PERSON OF UNSATISFACTORY PERFORMANCE. 
THIS PERSONNEL EVALUATION REPORT HAS BEEN DISCUSSED WITH THE PERSON EVALUATED« ADDITIONAL COMMENTS INCLUOING 
COMMENT ON ITEMS 7, 8 AND 9, ARE SHOWN BELOW UNDER ITEM 20. 


' 


DATE SIGNATURE OF SUPERVISOR 


(Comments, If any, are shown In Item 20.) 


DATE SIGNATURE OF REVIEWING OFFICIAL 


COMMENTS: LIf necessary, may bo continued on reverse-side of cover sheete! 
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lo. NATURE OF ASSIGNMENT 


eo 
te CURRENT POSITION 


et ns 


| fying him of unsatinfactory performance, 


mm 2 . lousx 4 


Ba. os an FITNESS REPORT 9 te 


The Fitneas Report is an important factor in agency personnel management. It seeks to provides - 
seo oe 1. The agency selection board with information of value when considering the application of. ih : 
an individual for membership in the career service} and. - rade res | 3 

3g. A periodic record of job performance as an aid to the effective utilization of personnel, : 


INSTRUCTIONS ee ten ant 
TO THE ADMINISTRATIVE OR PERSONNEL OFFICER: Consult current adminiatrative inatructions regarding the initiation 
and transmittal of thia report, : ag ai ws : eae: ont Dias Seticige Oot 


TO THE SUPERVISOR: Read the entire form hefore attempting to complete any item. Aa the supervisor who esaigne, 
directs end reviews the work of the individual, ‘you have primary responsibility for evaluating his strengths, woake 
nesses, and on-the-job effectivencas as revealed by hia daystoeday activities, If this individual has been'under 
your supervision for lesa than 36 days, you will collaborate with his previous supervisors to meke eure the report 
is accurate and complete, Primary responsibility reste with the current supervisor. [It is assumed that, throughs 
out the period thia individual has been under your saupery 
ties by frequent discussions of his work, so that in a general way "he knows where he 


bi 


. IT IS OPTIONAL 


2 ee 
t 
? 
a 
+ 
Goo mene 
. . 


WHETHER OR NOT THIS FITNESS REPORT IS SHOWN TO THE PERSON BEING RATED _ 
tedegerios SECTION | (To be filled in by Administrative Officer) ree 
| (Firat) -. (Middle) | 2. DATE OF BIRTH CAREER, DESIGNATION: 


- of 
Wa 


(Last) 


; - , Sr Ee ioe 


6s OFFICE ASSIGNED TO 


7. DIVISION 


2 


Be DATE OF ENTRANCE ON DUTY BRANCH... >. 


eal 


(F FIELD, SPECIFY STATION? ¥%- GRADE 


t 


([__] OePantwentaL f=] rieuo 


$2. DATE THAT THIS REPORT tS DUE 


1 


13+ PER|OD COVEREO BY THIS REPORT (inclusive dates) 


To be filled in’ by Supervisor} ; ) i 
2. DATE ASSUMED RESPONSIBILITY FOR POSITION 
ome : a 435 : va 


SECTION I! 


iP ” : : 3 ogee ct : ‘ A 


32>. WHAT SPECIFIC ASSIGNMENTS OR TASKS ARE TYPICAL OF THOSE GIVEN TO HIM D 
ct. dn order of frequoncy)t F 2 i ! : ; ; 


URING THE PAST THREE TO SIX MONTHS (Liat 
: oa t . . 7 H 
i 4 
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READ THE ENTIRE FORM BEFORE ATTEMPTING TO COMPLETE ANY ITEM 


SECTION tT. ; 
I certify that, ducing the latter half of the period covered by this report, I have discussed with the rated indi- 
vidual the manner in whichhe has performed his job and provided suggestions and criticisms wherever needed. If bee 
lieve that his understanding of my evaluation of his performance ia consistent. with my evaluation of hin aa evis 
denced by thia fitness report and f have informed him of his atrangths, weeknosaca, and on-the-job effectiveness. 
If performance ducing the report peciod has been unsatisfactory, there is attached a copy of the memorandum notie 
A . 5 : ‘ , By Weg Po Pea tay at meee 1 


cr ae 


This report (___) has [7] hae not been shown to the Individual rated, ~~ ek Ps a f 


THIS DATE 2 SEONATURE OF RATER (Employeo's immodiate supervisor) 


4 


THAVE REVIEWED THIS REPOAT (Commenta, if any, aresreflected by attached memorandum) ss 
THES DATE GTENATURE OF REVIEWING OFFICIAL (OF ficial next Algher in Iine of authority) 
. * ~ . che . 
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260! CAN THINK OW HES FEET. 


t . 
Je COMES UP WETM SOLUTIONS TO 


no PROBLEMS. fe 
Wey og. STIMULATING TO ASSOCIATES: A 
{ 2 SPARK PLUG. © 5. 8 
, BY ge , : me ge dtee FF 
f 29. TOUGH MINDED. a 
H i : oe por yeyy re 
ay ahiee tacit. hil 


= ‘ 5 2 
' 30..Q8SERVANT. °- 


32. CLEAR THINKING. 


COMPLETES ASSIGNMENTS WITHIN 
; ALLOWABLE TIME LIMITS. 
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33. 
sot rotobe 
34.’ EVALUATES SELF REALISTICALLY. 


\ 


f35.'WELL INFORMED ABOUT CURRENT ye 
WEVENTS : eS 


36.:' DELIBERATE. 


37+. EFFECTIVE IN DISCUSSIONS WITH 
ASSOCIATES. 


$6. IMPLEMENTS DECISIONS REGARD> 
» LESS OF OWN FEELINGS.. 


39-- THOUGHTFUL OF OTHERS. 
| . 
40.° WORKS WELL UNDER PRESSURE. 


at. DISPLAYS JUDGEMENT. 
| a2.’ Gives cREOIT WHERE CREDIT 18 
ee cas ee weerntreae? 

Cp Paseiwas ompve, 2 
jot : uh AC 


| 44.55 SECURITY CONSCIOUS. 


be 
ae is 


45. VERSATILE, © 


dag. HIS CRITICISM IS CONSTRUCTIVE® 
aa 4 eee 


I>, 3 : - 
-£70:; ABLE TO INFLUENCE OTHERS, - 


t 
ae.! FACILITATES SMOOTH OPERATION 
: OF HIS OFFICE. Ff se tiserg ie a 


49. DOES NOT REQUIRE STRONG ANO_ 
S CONTINUOUS SUPERVISION. 
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A. WHAT ARE HIS OUTSTANDING STRENGTHS? ; : 
f L SO 7 
‘ oak ree ies " ’ « eo te sa ‘ ’ wats . 
\ : : : 
' Z sd 
! * ‘ 
; “e ee . : ne 
= ‘ a cat es, tata te WE APD AES : 
B. WHAT ARE HIS OUTSTANDING WEAKNESSES? 7 Pay . ee any 
‘ ine ait mya geotea tbe taro FT 
: ' 
i : & x 
: . . ‘ : 
— 4 omy Fula 
: r - 1 wee af raed e¢ 4 ' 


Seg one karate ce on 


oan Coe 


n 


J 


ae ana RA or O 


Ou a A: | 


Pe mee i: 


wae 


ae 


Pree ereras 


Pe Cty cee erro 


te ee te 


_ |. Approved For Release 2000/06/04" Eia:RDP90-00708R000200100001-6 : 


ee = iL! ere eee te ae eS 
a f C 108 708 yuu UU UU =O 


- rn 
r This section it provided as an did in deacribing the individual, Your description ia not favorable or unfavorable 
f n iteolf but ecqyuires dts meaning in relation to @ particular job or sssignment, The descriptive words are to be 
: anterpreted literally, | 4 : i ' : 


=j [On the left hand side of the page below are a series of statements that apply In tome degree fo moat people. On 
the right hand side of the page are four major categorios of descriptions, The scale within each category la die 
vided into three small blocke; thie is to allow you to make finerdiatinctions if you so desire, Look at the atatee 

, pment on the left « then check the category on the right which beat tella how much the statement applies to the pers 
4 gon you are rating. Placing an ‘'X** in the "*Not Observed'* column means you have no opinion on whether a phrase 
applies to an individusl, Placing an “ X'\in the “Does Not Apply" column meana that you have the definite spindon 


r that the description ie not at all suited to the individual, 5e Ty ENS at im tee ee a Pot Se in ens 
i eas : : a sptetet ye a panda pe vit hance Lae, we é te ig Ae % % aliens eg a 
JEP Lae STATEMENTS oe ety tea tears. rs ays CATEGORIES af ae ee 
: cee seen semen Po nor | ‘poes | APPLIES TO A| APPLIES TO_A | APPLIES TO ANJAPPLIES TO AN 
He “| OB. | NOT LIMITED REASONABLE | ABOVE AVERAGE | OUTSTANDING 
SERVED | APPLY DEGREE DEGREE DEGREE © DEGREE 


a A, ABLE TO SEE ANOTHER'S 
j POINT OF VIEW. 


| 


SAMPLES 
x 


LL 


B. PRACTICAL, 


1. A GOOD REPORTER OF EVENTS. 


is 2. CAN MADE DECISIONS ON HIS OWN 
2g . WHEN NEEO ARISES. 


| 3. CAUTIOUS IN ACTION. 


i 
r 4. HAS INITIATIVE. 
Be UNEMOTIONAL, : 
" 6- ANALYTIC IN HIS THINKING.  , 
7s, CONSTANTLY STRIVING FOR NEW — 
pa { KNOWLEDGE AND IDEAS. pee 


8. GETS ALONG WITH PEOPLE AT ALL 
jf * SOCIAL LEVELS. 


: 
: 
‘ 
i 


i 
: 
: 


Z | 9. HAS SENSE OF HUMOR. 


10. KNOWS WHEN TO SEEK ASSISTANCE. 


Lee a 


HHH 
He 


th. CALM. 


Vo 


ae 


CAN GET ALONG WITH PEOPLE. _ 


OLA 


13.. MEMORY FOR FACTS. 


14. GETS THINGS DONE. 


15. KEEPS ORIENTED TOWARD LONG ;” 
TERM GOALS. 


, CAN COPE WITH EMERGENCIES. 


“nls 


17. HAS HIGH STANDARDS OF 
ACCOMPL1! SHMENT. 


wm | 186 HAS STAMINAL CAN KEEP GOING 
| A LONG TIME. 


i 
i 


HH 


19. HAS WIDE RANGE OF INFORMATION. 


ee 


as 


vj] 20+ SHOWS ORIGINALITY. 
‘ , 
\ 


2. ACCEPTS RESPONSIOILIVIES, 


/ ADMITS HIS ERRORS.» 


23- RESPONDS WELL TO SUPERVISION. 


+. EVEN DISPOSITION. 


i 
i 


ay 
‘ 


25. ABLE TO DO HIS JOB WITHOUT - 
"" STRENG SUPPORT. ee 
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DIRECTIONS: Consider only the okill with which the 
[. ‘person has performed the duties of his jeb and rate 
‘him accordingly. -% ' : 


f. DOES NOT PERFORM DUTIES ADEQUATELY» HE 19° 
‘INCOMPETENT, : en 
2. BARELY ADEQUATE ¢N PERFORMANCE! ALTHOUGH HE 
HAS HAD SPECIFIC GUIDANCE OR TRAINING, HE ~ 
‘OFTEN FAILS TO CARRY OUT RESPONSIBILITIES 
COMPETENTLY. . ae te 
3. PERFORMS MOST OF HIS DUTIES ACCEPTABLYs OCCA 
_SHONALLY REVEALS SOME AREA OF WEAKNESS. io 
a. PERFORMS DUTIES IN A TYPICALLY COMPETENT, 
EFFECTIVE MANNER. ; : 
B. A FINE PERFORMANCE: CARRIES OUT MANY OF HIB 
RESPONSIBILITIES EXCEPTIONALLY WELL. 
6. PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING 
MANNER THAT HE 1S EQUALLED BY FEW OTHER PER> 
nite SONS KNOWN TO THE RATER. ~_ weeny 
38 THIS INDIVIOUAL BETTER QUALTFIED FOR WORK IN SOME 
OTHER AREAY - L__Jnxo- Calves. CF YES, WHATE 
on H 
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DIRECTIONS: Conaidering others of this person's grade 
His and type of assignment, how would you rate hin on” 
-2 potentiality for sesumption of greater responsibilie 
oy, tee normally indicated by promotion. ; ; en 
CL] te. nas REACHED THE HIGHEST GRADE LEVEL AT WHICH 
hae SATISFACTORY PERFORMANCE CAN BE EXPECTED. 
C_] 2. 'S MAKING PROGRESS, BUT NEEDS MORE TIME IN 
= PRESENT GRADE BEFORE PROMOTION TO A HIGHER 
i GRADE CAN BE RECOMMENDED. 
[Cc] 3 18 READY TO TAKE ON RESPONSIBILITIES OF THE 
= NEXT HIGHER GRADE, QUT MAY NEED TRAINING IN 
‘ SOME AREAS. 
CI &. WILL PROBABLY ADJUST QUICKLY TO THE MORE 
RESPONSI@LE DUTIES OF THE’ NEXT HIGHER GRADE, , 
[_] 8+ IS ALREADY PERFORMING AT THE LEVEL OF THE NEXT 
’ HIGHER GRADE. s 2 ees 
C_] 6s AN EXCEPTIONAL PERSON WHO 1S ONE OF THE FEW 
WHO SHOULD BE CONSIDERED FOR RAPID ADVANCE 
“at - WENT. : we at 
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4D: 
C. DIRECTIONS: Based upon what he hes aaid, hie actions, | 

and any other indications, give your opinion of this 

person's attitude toward the agency. ‘ i 
(] 1. HAS AN ANTAGONISTIC ATTITUDE TOWARD THE AGENCY 
. "J WELL DEFINETELY LEAVE THE AGENCY AT THE FERST 

OPPORTUNITY. ae V 
2. HAS STRONG NEGATIVE ATTITUDE TOWARD AGENCY. oc 
"  PRKED BY RESTRICTIONS,..-REGARDS AGENCY AS A: 
TEMPORARY STOP UNTIL HE CAN GET SOMETHING 
BETTER. ; : i 
3. TENDS TO HAVE AN UNFAVORASLE ATTITUDE TOWARD 
THE AGENCY..BOTHERED BY MINOR FRUSTRATIONS.« : 
“WILL QuIT fF THESE CONTINUE, ‘ no 1 
@. HIS ATTITUDE. TOWARD THE AGENCY 1S INDIFFERENT ; 
wee HAS "WALT AND SEE** ATTITUDE... WOULD LEAVE fF j 
SOMEONE OFFERED HIM SOMETHING BETTER. \ 
&. TENDS TO HAVE FAVORABLE ATTITUDE TOWARD AGENCY | 

.eMAKES ALLOWANCES FOR RESTRICTIONS IMPOSED BY ' 
WORKING FOR AGENCY... THINKS IN TERMS OF A CAs | 
REEAR IN THE AGENCY. ~ i ae eet ! 
@. DEFINITELY HAS FAVORABLE ATTITUDE TOWARD THE 

AGENCY. BARRING AN UNEXPECTED OUTSIDE OPPOR- 
_ TUNITY, WILL PROBABLY ENDEAVOR TO MAKE A i} : 
- 'GAREER IN THE AGENCY. ; 
‘ge HAS AN ENTHUSHASTIC ATTITUDE TOWARD THE AGENCY ' 
WILL PROBABLY NEVER CONSIDER WORKING ANY. | 7 

‘PLACE BUT IN, THE AGENCY. ,  , | { 
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: . “ soe aoa » | 
De DIRECTIONS: Consider everything you know ebout this 
: person im making your rating... skill in job duties, ~ 
conduct on the job, personal characteristics or ie 
. habdta, and special defects or talents. vi 
fs DEFINITELY UNSUITABLE e HE SHOULD BE SEPARATED. 
: eo st Wee 
a. OF DOUBTFUL SUITADILETY..WOULD NOT HAVE ACs: 
CEPTED HIM TF 1 HAO KNOWN WHAT | KNOW NOW. | 
3. A BARELY ACCEPTABLE EMPLOYEE. DEFINITELY BELOW 
AVERAGE BUT WITH NO WEAKNESSES SUFFICEENTLY 
OUTSTANDING TO WARRANT HIS SEPARATION. : 
4s A TYPICAL EMPLOYEE. HE DISPLAYS THE SAME SUITA- 
BILITY AS MOST OF THE PEOPLE @ KNOW tN THE © 
AGENCY. : a . i 
Be A FINE EMPLOYEE © HAS SOME OUTSTANDING 
STRENGTHS. ; a 
@. AN UNUSUALLY STRONG PERSON IN TERMS OF THE. © 
REQUIREMENTS OF THE AGENCY. : 
9. EXCELLED 6Y ONLY A FEW IN SUITABILETY. 
LUN THE AGENCY. cits, Mee 
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SECRET 


| (When Filled In) 


FIELD FITNESS REPORT TRANSMITTAL | 


SECTION A 


1. NAME OF EMPLOYEE (In pseudonym) LAST-FIRST-MIODLE 


I certify that, during the latter half of the period covered by this report, Ihave discussed with the rated individ- 
ual the manner in whicl he has performed his job and provided suggestions and criticisms wherever needed. I believe 
that his understanding of my evaluation of his performance is consistent with my evaluation of him asevidenced by 
this fitness report and ¥ have informed him of his strengths, weaknesses, and on-the-job effectiveness. If perform 
ance during the report period has been unsatisfactory, there is attached a copy of the memorandum notifying him of 
unsatisfactory performance. : . : 


This report C3 has C_] has not been shown to the individual rated. 


2. THES DATE SIGNATURE OF RATER IN PSEUDONYM (Amployee’s immediate supervisor) 


1 HAVE REVIEWED THIS REPORT (Comments, if any, are reflected by attached memorandum) 


us 4. THIS DATE §. SIGNATURE OF REVIEWING OFFICIAL IN PSEUDO (Official next higher in line authority) 
| SPECIAL NOTE 


i 


This form must be prepared with due regard for security considerations. For examofe, in the case of administrative 
and support personnel and others whose duties do not in themselves reveal sources of information and methods of oper- 
ation, it is normally expected that a complete and realistic statement of major duties may be reported in Item 32? of 
Section II. UWowever, the nature, source, purpose or disposition of information or operations will not be included. 
On the other hand, the description of specific assignments or tasks of certain other employees may jeopardize se- 
curity and shouldnotbe fully reported on this form. In these cases, 8 brood general statement of specific assign- 
ments or tasks will be included in Item 3. of Section II indicating the level of responsibility. 
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ESS. REPORT 2 

‘CIA-RDP90.00 056 R00070040006 . 

The Fitness Report is an important factor in organization personnel management, It seeks to provide: 

1, The organization selection board with information of value when considering the application of an 
individual for membership in the career staff; and . 

2. A periodic record of job performance as an aid to the effective utilization of personnel, 


INSTRUCTIONS 


i 


TO THE FIELD ADMINISTRATIVE OR PERSONNEL OFFICER: Con- revealed by his day-to-day activities. If this individ. 


tulé current field administrative instructions regarding ual has been under your supervision for lesa than 30 
‘he initiation and transmittal of this report to head- days, you will collaborate, Lf practicable, with his 


arters. - previous supervisors to make sure the report is accurate 


and complete. - Primary responsibility rests with the 


TO THE FIELD SUPERVISOR: Read the entice form before current supervisor, It is assumed that, throughout the 


ittempting to complete any item. As the supervisor who period this individual has been under your supervision, 


ae wssigns, directs and reviews the work of the individual, you have discharged your supervisory responsibilities 
ou have primary responsibility for evaluating his by frequent discussions of his work, 80 that in a gen- 
strengths, weeknesses, and on-the-job effectiveness as eral wey he knows where he stands. 


” 


IT IS OPTIONAL WETHER OR NOT THIS FITNESS REPORT IS SHOWN TO THE PERSON BEING RATED 


ae i ee eee ore eee ee SECTION | 

IEAVE BLANK + FOR HEADQUARTERS USE ONLY 1. DATE OF BIRTH |2. SEX [3. SERVICE DES! GNATION 
4, GRADE. 3. STATION DESIGNATION (Current) ; 

di 
Pe. DUE DATE OF THIS REPORT 7. PERIOO COVERED BY THIS REPORT (Inclusive dates) 


ee A 


i 
1 
i 


SECTION 11 (To be completed by field supervisor) 


i 
La CURRENT POSITION 2. DATE ASSUMED RESPONSIBILITY FOR POSITION 


en am 


, STATE THE SPECIFIC ASSIGNMENTS OR TASKS WHICH ARE TYPICAL OF THOSE GIVEN TO THE EMPLOYEE DURING THE PAST THREE 
TO’ SIX MONTHS (Liat in order of frequency) , 


SECTION Iil (To be completed at headquarters only) 
‘DO NOT COMPLETE - - FOR HEADQUARTERS USE ONLY. 


AUTHENTICATION OF REPORT AND SIGNATURES 


NAME OF RATER (True) 2, NAME OF REVIEWING OFFICIAL IN FIELD (True) 


: : 
THIS REPORT [_) WAS ((_] WAS NOT SHOWN TO THE INDIVIDUAL BEING RATED. 


DATE REPORT AUTHEN- | 5. NAME AND SIGNATURE OF ADMINASTRATIVE OR PERSONNEL OFFICER AT HEADQUARTERS 
TICATED AT HQS. AUTHORIZED TO AUTHENTICATE FITNESS REPORT AND SEGNATURES 
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FORM NO. tea SECRET | ta) 


[__] 1. DOES NOT PERFORM DUTIES ADEQUATELY: HE 18S 


ws 


oon 


| WHAT TRAINING DO YOU RECOMMEND FOR THIS INDIVIDUAL? 


IS THIS INDIVIDUAL BETTER QUALIFIED FOR WORK IN SOME 
OTHER AREA? [[]no [___lves. IF YES, WHAT? 


t. DIRECTIONS: Considering others of this person's grade| Ds DIRECTIONS: Consider everything you know about this 


=. | ] 3. HAS REACHED THE HIGHEST GRADE LEVEL AT WHICH 


ay Soe 2. IS MAKING PROGRESS, BUT NEEDS MORE TIME IN 


C_] 4. WILL PROBABLY ADJUST QUICKLY TO THE MORE 
[1] 5. 18 ALREADY PERFORMING AT THE LEVEL -OF, THE NEXT 


ox Gea 6. AN EXCEPTIONAL PERSON WHO 1S ONE OF THE FEW 


VEURECI 
(When Filled In) ° 


eaupenty ennai ace Se PA RN ORD PU AOE ST ALA TEC PCT AA A TN 
INDICATE IF YOU THINK THAT ANY SINGLE STRENGTH OR WEAKNESS OUTWEIGHS ALL OTHER CONSIDERATIONS: 
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. 


an ee 2 
° bo YOU FEEL THAT HE REQUIRES CLOSE SUPERVISION? [__] Now [J ves. tF YES, WHY? 


OTHER COMMENTS (Indicate here general traits, specific habits or. characteristics not covered elsewhere in the 
report but which have a bearing on effective utilization of this person): . 


SECTION VI 


Read all .descriptions before rating. Place ‘'X in the most appropriate box under subsections A,B,C,&D 


» DIRECTIONS: Consider only the skill with which the — C. DIRECTIONS: Based upon what he has said, his actions, 


. person has performed the duties of his job and rate and any other indications, give your opinion of this 
him accordingly. person's attitude toward the organization. 


HAS AN ANTAGONISTIC ATTITUDE TOWARD THE AGENCY 


(INCOMPETENT. . WILL DEFINITELY LEAVE THE ORGAN! ZATION AT THE 
2. BARELY ADEQUATE IN PERFORMANCE! ALTHOUGH HE FIRST OPPORTUNITY. - 
HAS HAD SPECIFIC GUIDANCE OR TRAINING, HE 2. HAS STRONG NEGATIVE ATTITUDE TOWARD ORGANI ZA+ 
OFTEN FAILS TO CARRY OUT RESPONSIBILITIES TION... IRKED BY RESTRICTIONS...REGAROS AGENCY 
COMPETENTLY. . AS A TEMPORARY STOP UNTIL HE CAN GET SOMETHING 
3. PERFORMS MOST OF HIS DUTIES ACCEPTABLY) OCCA BETTER. ; 


3g. TENDS TO HAVE AN UNFAVORABLE ATTITUDE TOWARD 
THE ORGANIZATION. . BOTHERED BY MINOR FRUSTRA- 
TIONS. .WILL QUIT 1F THESE CONTINUE. 

4 HIS ATTITUDE TOWARD THE ORGANIZATION IS tNDIF- 

“ FERENT..-HAS “WALT AND SEE" ATTITUDE. . WOULD 
LEAVE 1F SOMEONE OFFERED HIM SOMETHING BETTER. 

g. TENOS TO HAVE FAVORABLE ATTITUDE TOWARD ORGANI> 
ZATION. MAKES ALLOWANCES FOR RESTRICTIONS 
IMPOSED BY WORKING FOR ORGANIZATION... THINKS. 
IN TERMS OF A CAREER IN THE ORGANIZATION. 

@. DEFINITELY HAS FAVORABLE ATTITUDE TOWARD THE 

ORGANIZATION... BARRING AN UNEXPECTED OUTSIDE 

OPPORTUNITY. WILL PROBABLY ENDEAVOR TO MAKE A 

CAREER IN THE ORGANI ZATION. 

HAS AN ENTHUSIASTIC ATTITUDE TOWARD THE ORGAN- 

{ZATION..WILL PROBABLY: NEVER CONSIDER WORKING 

ANY PLACE BUT IN THE ORGANI ZATION. 


SITONALLY REVEALS SOME AREA OF WEAKNESS. 

4. PERFORMS DUTIES tN A TYPICALLY COMPETENT. 
EFFECTIVE MANNER. 

5. A FINE PERFORMANCE: CARRIES OUT MANY OF HIS 
RESPONSIBILITIES EXCEPTIONALLY WELL. 

6. PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING 
MANNER THAT HE 1S EQUALLED BY FEW OTHER PER} 
SONS KNOWN TO THE RATER. - 


ra 


s 
« 


UU UEC Ov 


and type of assignment, how would you rate him on person im making your rating... skill in job duties, 
potentiality for assumption of greater responsibili-« conduct on the job, personal characteristica or 
ties normally indicated by promotion. : habits, and special defects or talents. 


%- DEFINITELY UNSUITABLE + HE SHOULD BE SEPARATED. 

SATISFACTORY PERFORMANCE CAN GE EXPECTED. 2 

2. OF DOUBTFUL SUITABILITY--WOULD NOT HAVE AC- 
CEPTED HIM IF | HAD KNOWN WHAT IT KNOW NOW, 

-$. A BARELY ACCEPTABLE EMPLOYEE..DEFINITELY BELOW 

3. 1S READY TO TAKE ON RESPONSIBILITIES OF THE AVERAGE BUT WITH NO WEAKNESSES SUFFICIENTLY 
NEXT HIGHER GRADE, BUT MAY NEED TRAINING IN OUTSTANDING TO WARRANT HIS SEPARATION. 


CJ 
A 
| 
SOME AREAS. C_] 4. A TYPICAL EMPLOYEE. .HE DISPLAYS THE SAME SUITA+ 
ac 


PRESENT GRADE BEFORE PROMOTION TO A HIGHER 
GRADE CAN BE RECOMMENDED. 


BILITY AS MOST.OF THE PEOPLE I KNOW IN THE 
ORGANS ZATION. : 
Se A FINE EMPLOYEE ~« HAS SOME OUTSTANDING 
STRENGTHS. 
6» AN UNUSUALLY STRONG PERSON IN TERMS OF THE 
REQUIREMENTS OF THE ORGANIZATION. 
7. EXCELLED BY ONLY A FEW IN SUITABILETY FOR WORK 
. IN THE ORGANIZATION. - ane : 


RESPONSIBLE DUTIES OF THE NEXT HIGHER GRADE.° 
HIGHER GRADE. 


WHO SHOULD BE CONSIDERED FOR RAPID ADVANCE- 
MENT. 


: ¥ 
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f ', COMES UP WITH SOLUTIONS TO 
PROBLEMS. 


29. TOUGH MINOED. 


wai 130. OBSERVANT. 


|} $$ | es 
| 51. caraste. a ee ele Sheed es ee 
[| 
mm] oz. cucan ruineine. sea mn ke RE See (a 
: See eee 
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Se ne | 
es 
ee 
Tee! 
oe ae 
40. WORKS WELL UNDER PRESSURE. cee etd 
Ge carocaae ee 

ae 

fiat eg 


| 
| 
| 
| 


35. WELL tNFORMED ABOUT CURRENT 
- EVENTS. 


DELIBERATE. 


37. EFFECTIVE IN DISCUSSIONS WITH 
ASSOCIATES. 


| 
| 
| 


“ 


36. IMPLEMENTS DECISIONS REGARD- 
LESS OF OWN FEELINGS. 


39. THOUGHTFUL OF OTHERS. 


Ee 
HH 
i 
i 


: 


HH 
- 


fee 
VERSATILE. no 


= E mee 
46. HIS cRITICISM IS CONSTRUCTIVE. 

| ae 

—= 


42. GIVES CREDIT WHERE CREDIT tS 
QUE. 


HAS DRIVE. 


44. tS SECURITY CONSCIOUS. 


Ht 
. 


i 
i 


“iP a7. ABLE TO INFLUENCE OTHERS. 


i 
i 


MHl gg. FACILITATES SMOOTH OPERATION 
OF HIS OFFICE. 


49. DOES NOT REQUIRE STRONG AND 
CONTINUOUS SUPERVISION. 


- (ee 
$0. A GOOD SUPERVISOR. | 

SECTION ¥ 

iJ A. WHAT ARE HIS OUTSTANDING STRENGTHS? 
= : 


wl B. WHAT ARE HIS OUTSTANDING WEAKNESSES? 
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“1 STRONG -SUPPORT. : 
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SECTION FV 


A) 


Thia sectADDrQONed FG Px CAD se 200 U/Uie6 
din dtself but acquires Ita meaning in relation to 4 particular job or assignment. The descriptive words are to be 
interpreted literally. : / 


an the left hand side of the page below are a series of statements that apply in some degree to most people. On 
the cight hand side of the page are four major categories of descriptions. The scale within each category is di- 
vided into three small blocks; this is to allow you to make finer distinctions if you so desire. Look at the state- 
ment on the left + then check the category on the right which best tells how much the atatement applies to the per- 
son you are rating. Placing an “XX in the ‘'Not Observed column means you have no opinion on whether @ phrase 
applies to an individual, Placing an “X* in the “Does Not Apply" column means that you have the definite opinion 
that the description is not at ail suited to the individual. 7 : : 


STATEMENTS CATEGORIES 


: NOT DOES APPLIES TO A] APPLIES TO A | APPLIES TO AN|APPLIES TO AN 
OB- NOT - LIMITED REASONABLE ABOVE AVERAGE} OUTSTANDING 


SERVED | APPLY DEGREE DEGREE DEGREE 


A. ABLE TO SEE ANOTHER’S 
“POINT OF VIEW. 


SAMPLES 


B. PRACTICAL. 
1. A GOOD REPORTER OF EVENTS. 


2. CAN MAOE DECISIONS ON HIS OWN 
WHEN NEED ARISES. 


3. CAUTIOUS IN ACTION. 


4. HAS INITIATIVE, 


5. UNEMOTIONAL. 


6. ANALYTIC IN HIS THINKING. 


7. CONSTANTLY STRIVING FOR NEW 
KNOWLEDGE AND IDEAS. 


8. GETS ALONG WITH PEOPLE AT ALL 
SOCIAL LEVELS. 


9. HAS SENSE OF HUMOR. 


10. KNOWS WHEN TO SEEK ASSISTANCE. 
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14. GETS THINGS DONE. 


15. KEEPS ORIENTED TOWARD LONG 
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16. CAN COPE WITH EMERGENCIES. 


17. HAS HIGH STANDARDS OF 
ACCOMPLISHMENT. 


18. HAS STAMINA: CAN KEEP GOING 


A LONG TIME. “ 
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20. SHOWS ORIGINALITY. 
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I certify thet, during the latter half of the period covered by this report, [have discussed with the rated individ- 
ual the manner in which he has performed his job and provided suggestions and criticisms wherever needed, I believe 
that his understanding of my evaluation of his performance is consistent with my evaluation of himasevidenced by 
this fitness report and f have informed him of his strengths, weaknesses, and on-the-job effectiveness. If perform- 


ance during the report period has been unsatisfactory, there is attached a copy of the memorandum notifying him of 
unsatisfactory performance, : 


ae report | has_] has not been shown to the individual rated. 
1 


~e, THIS DATE : 3. SIGNATURE OF RATER IN PSEUDONYM (Smployee’s immediate supervisor) 


L HAVE REVIEWED THIS REPORT (Comments, if ony, are reflected by attached memorandum) 
ig, THIS OATE 8. SIGNATURE OF REVIEWING OFFICIAL IN PSEU0DO (Official next higherin line authority) 


| SPECIAL NOTE 


his form must be prepared with due regard for security considerations. for example, in thecase of administrative 
and support personnel and others whose duties do not in themselves reveal sources of information and methods of oper- 
ation, it is normally expected that a complete and realistic statement of major duties may be revorted in Item 3 of 
Section II. However, the nature, source, purpose or disposition of information or operations will not be included. 

auln the other hand, the descrintion of svecific ossignments or tasks of certain other employees may jeoperdize se- 
curity and shouldnotbe fully reported on,this form. In these cases, a brood general statement of specific assign- 
ments or tasks will be. included in Item of Section II lodicating the Level of responsibility. 
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ithe initiation and transmittal of this report to head- days, you will collaborate, if practicable, with his 
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=<D0 DO YOU FEEL THAT HE REQUIRES CLOSE SUPERVISION? [Jno [_u}ves. iF YES. WHY? a ‘ 


ae WHAT TRAINING DO YOU RECOMMEND, FOR THIS INOIVIDUALT ; , : ; ae i 
a ® : 


OTHER COMMENTS (indicate here general traits, specific habits or characteristics not covered elsewhere in the 
report but which have a bearing on effective utilization of this person): 


| SECTION VI 


a 
| Read all descriptions before rating. Place ‘'X* in the most appropriate box under subsections A,B,C,&D 


A. DIRECTIONS: Consider only the skill with which the C. DIRECTIONS: Based upon what he has said, his actions, 
peraon has performed the duties of his job and rate : and any other indications, give your opinion of this 
him accordingly. person's attitude toward the organization, 
4. DOES NOT PERFORM DUTIES ADEQUATELY: HE 1S [7] 1+ HAS AN ANTAGONISTIC ATTITUDE TOWARD THE ORGAN: 
| '  {NCOMPETENT. IZATION. WILL DEFINITELY LEAVE THE ORGANIZATION 
[7] 2. BARELY ADEQUATE IN PERFORMANCE: ALTHOUGH HE AT THE FIRST OPPORTUNITY. 
; HAS HAD SPECIFIC GUIDANCE OR TRAINING, HE ((__] 2. HAS STRONG NEGATIVE ATTITUDE TOWARD ORGANI ZA: 
4 OFTEN FAILS TO CARRY OUT RESPONSIBILITIES TION... IRKED BY RESTRICTIONS...REGARDS ORGAN 
COMPETENTLY. IZATION AS A TEMPORARY STOP UNTIL HE CAN GET o 
[CU] 3+ PERFORMS MOST OF HIS DUTIES ACCEPTABLY1 OCCAs SOMETHING BETTER, 
SIONALLY REVEALS SOME AREA OF WEAKNESS. [__] 3+ TENDS TO HAVE AN UNFAVORABLE ATTITUDE TOWARD 
C_] 4. PERFORMS DUTIES IN A TYPICALLY COMPETENT, THE ORGANIZATION..BOTHERED BY MINOR FRUSTRA- 
EFFECTIVE MANNER. TIONS, WILL QUIT ITF THESE CONTINUE. 
(__] s+ A FINE PERFORMANCE: CARRIES OUT MANY OF HIS [_] 4+ HIS ATTITUDE TOWARO THE ORGANIZATION 1S INDIF- 
~ RESPONSIBILITIES EXCEPTIONALLY WELL. - FERENT..-HAS “WAIT AND SEE” ATTITUDE... WOULD . 
Cc] 6. PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING LEAVE tF SOMEONE OFFERED HIM SOMETHING BETTER. 
MANNER THAT HE 1S EQUALLED BY FEW OTHER PER- | 8. TENDS TO HAVE FAVORABLE ATTITUDE TOWARD ORGANI- 


ZATION. »MAKES ALLOWANCES FOR RESTRICTIONS 


SONS KNOWN TO THE RATER. 
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ORGAN! ZATION. . BARRING AN UNEXPECTED OUTSIDE 
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CAREER IN THE ORGANI ZATION. 
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Be ‘DIRECTIONS: Considering others of this person's grade D. DIRECTIONS: Consider everything you know about this 


and type of assignment, how would you rate him on person im making your rating..skill in job duties, 
potentiality for assumption of greater responsibili- conduct on the job, personal characteristics or 
ties normally indicated by promotion. habits, and special defects or talents. 


HAS REACHED THE HIGHEST GRADE LEVEL AT WHICH 1. DEFINITELY UNSUITABLE + HE SHOULD SE SEPARATED. 
SATISFACTORY PERFORMANCE CAN 8E EXPECTED. 

1S MAKING PROGRESS; BUT NEEDS MORE TIME IN 
PRESENT GRADE BEFORE PROMOTION TO A HIGHER 
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NEXT HIGHER GRADE, BUT MAY NEEO TRAINING IN OUTSTANDING TO WARRANT HIS SEPARATION. 

SOME AREAS. Cc] 4. A TYPICAL EMPLOYEE. .HE DISPLAYS THE SAME SUITA- 

WILL PROBABLY ADJUST QUICKLY TO THE MORE BILITY AS MOST OF THE PEOPLE | KNOW IN THE 

RESPONSIBLE DUTIES OF THE NEXT HIGHER GRADE, ORGANI ZATION. 

1S ALREADY PERFORMING AT THE LEVEL OF THE NEXT | | 5. A FINE EMPLOYEE - HAS SOME OUTSTANDING 

HIGHER GRADE. STRENGTHS. 

AN EXCEPTIONAL PERSON WHO 1S ONE OF THE FEW [I 6. AN UNUSUALLY STRONG PERSON IN TERMS OF THE. 


- WHO SHOULD BE CONSIDERED FOR RAPIO ADVANCE: REQUIREMENTS OF THE ORGANIZATION, 
MENT. ~ 7. EXCELLED BY ONLY A FEW IN SUITABILITY FOR WORK 


iN THE ORGANIZATION. 
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Jon the left hand side of the page below are a series of statements that apply in some degree to most people. On 
~ {the right hand side of the page are four major categories of descriptions. The scale within each category is di- 
ivided into three small blocks: this is to allow you to make finer diatinctions if you so desire, Look at the state- 
ment on the left + then check the category on the right which best tells how much the statesient applies to the per- 
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1. A GOOD REPORTER OF EVENTS. 


2. CAN MAKE DECISIONS ON HIS OWN 
WHEN NEED ARISES. 


. } g. CAUTIOUS IN ACTION. 


T 4. MAS INITIATIVE. 


| $.: UNEMOTIONAL. 


6. ANALYTIC IN HIS THINKING. 


1 J. CONSTANTLY STRIVING FOR NEW 
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;29. TOUGH MINDED. 


| 30. OBSERVANT. 


“491+ CAPABLE. 
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46. HIS CRITICISM 1S CONSTRUCTIVE. 


47. ABLE TO INFLUENCE OTHERS. 
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46. FACELITATES SMOOTH OPERATION 
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| 49. DOES NOT REQUIRE STRONG AND 
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WHAT ARE HIS OUTSTANDING STRENGTHS? 
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INSTRUCTIONS 


and transmittal of thie report. 


’ on 


Ld 
P TO THE SUPERVISOR: Reed the entiew form before attempting to complete any item, Au the supervisor who assidns, 
a directs and reviews the work of the Individual, youhaveprimary responeibility for evaluating his etrengths, weak- 
Si nesses, and onethe-jJob effectiveness as revealed by hia day-to-day activities, If this individual hae been under 
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: ; SECTION V 
| Ae WHAT ARE HIS OUTSTANDING STRENGTHS? : 
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G. WHAT ARE HIS OUTSTANDING WEAKNESSES? Meg tie oy nes o Ag RE ee 
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1 
vh 
00 you FEEL THAT HE REQUIRES CLOSE SUPERVISION? 
- 4 
| 


Read all descriptiona before rating. 


“DIRECTIONS: Consider only the ekili with which the 
person has pecforned the duties of hia job and rate. 
him accordingly. 


is THIS INDIVIDUAL SETTER QUALIFIED FOR WORK tN SOME © 
OTHER AREA? 


“AN EXCEPTIONAL PERSON WHO #8 ONE OF THE FEW 


OWeh 


SECRET 
(When Filled In) 


— 


WHAT TRAINING 00 YOU RECOMMEND FOR THIS INDIVIDUAL? . 


: ; SECTION VI 


a | 


DOES NOT PERFORM DUTIES ADEQUATELY: HE IS 
INCOMPETENT. 

BARELY ADEQUATE IN PERFORMANCE! ALTHOUGH HE 
HAS HAO SPECIFIC GUIDANCE OR TRAINING, HE 
OFTEN FATLS TO CARRY OUT RESPONSIBILITIES 
COMPETENTLY. 

PERFORMS MOST OF HtS DUTIES ACCEPTABLY: 
STONALLY REVEALS SOME AREA OF WEAKNESS. 
PERFORMS DUTIES IN A TYPICALLY COMPETENT, 
EFFECTIVE MANNER. 

A FINE PERFORMANCE: CARRIES OUT MANY OF HITS 
RESPONSTOILITIES EXCEPTIONALLY WELL. ; 
PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING © 
MANNER THAT HE IS EQUALLED BY FEW OTHER PER- - 
SONS KNOWN TO THE RATER. : 


OCCA. 


yes. tf YES, 


nO WHATP 


B. DIRECTIONS: Considering othera of this person‘’s grade 
and type of assignment, how would you rate him on’ 
potentiality for assumption of greater easponsibiths 
ties normally indicated by promotion. 


HAS REACHED THE HIGHEST GRADE LEVEL AT WHICH 
SATISFACTORY PERFORMANCE CAN 8E EXPECTED, 

1S MAKING PROGRESS, 8UT NEEOS MORE TIME IN 
PRESENT GRADE BEFORE PROMOTION TO A HIGHER 
GRADE CAN BSE RECOMMENDED. 

{5 READY TO TAKE ON RESPONSEBILITIES OF THE 
NEXT HIGHER GRADE, BUT MAY NEED TRAINING IN 
SOME AREAS. ‘ 
WELL PROBABLY AOJUST QUICKLY TO. THE MORE 


“RESPONSTOLE DUTIES OF THE NEXT HIGHER GRADE, 


$$ ALREADY PERFORMING AT THE LEVEL OF THE NEXT) 
HIGHER GRADE. 


WHO SHOULD vE CONSIDERED FOR RAPID ADVANCEs 
MENT. 


eat 


G 


D. 


ra 2, 


co. 


“BETTER. 


TUNITY, WILL PROBABLY ENDEAVOR TO MAKE A 


DIRECTIONS: Consider everything you know about this 


posax | a 
Ages) , 


OSROO0L00400001-6 


. i 


OTHER COMMENTS (Indicate here general traite, peeific habita or charaehariaties not severed atesrhare. da the. 
report but which heave @ bearing on effective utilization of thia person): ree as 


Place “Xin the moet appropriate box under subsections A,B,C,4D 


DIRECTIONS: Based upon what he has said, his actions, 
and any other indications, give your opinion of thie 
person's attitude toward the agency. 


HAS AN ANTAGONISTIC ATTITUOE TOWARO THE AGENCY 
oe WILL OEFINITELY LEAVE THE AGENCY AT THE Rinse 
OPPORTUNITY. 

HAS STRONG NEGATIVE ATTITUDE TOWARD AGENCY. «+ 
IRKED BY RESTRICTIONS. »sREGARSS AGENCY AS A 
TEMPORARY STOP UNTIL HE CAN GET SOMETHING 


TENDS TO HAVE AN UNFAVORABLE ATTITUDE TOWARD 
THE AGENCY..SOTHERED BY MINOR FRUSTRATIONS... 
WILL QUIT TF THESE CONTINUE, 

HIS ATTITUDE TOWARD THE AGENCY {5S tNOTFFERENT 
see HAS WATT ANG SEE'* ATTITUDE.. WOULD LEAVE IF 
SOMEONE OFFERED HIM SOMETHING BETTER. 

TENDS TO HAVE FAVORABLE ATTITUDE TOWARD AGENCY 
seMAKES ALLOWANCES FOR RESTRICTIONS IMPOSED 8Y 
WORKING FOR AGENCY..-THINKS #N TERMS OF A CAs : 
REER IN THE AGENCY. i 
DEFINITELY: HAS FAVORABLE ATTITUDE TOWARD THE 
AGENCY... BARRING AN UNEXPECTED OUTSIDE OPPOR: © 


CAREER IN THE AGENCY. 
HAS AN ENTHUSIASTIC ATTITUDE TOWARD THE AGENCY 
ee WILE PROBABLY NEVER CONSIDER WORKING ANY 

PLACE UT IN ‘i AGENCY. 


person im making your cating..akill in Job duties, 
conduct on the job, personal characteriatica or 
habits, and special defects or talents. 


as 


n000 000, 
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{ DEFINITELY UNSUITABLE ° HE SHOULD BE SEPARATED. 


OF DOUBTFUL SUITABILETY.« WOULD NOT HAVE AC- 
CEPTED HIM fF f HAD KNOWN WHAT | KNOW NOW, 

A BARELY ACCEPTABLE EMPLOYEE..DEFINITELY BELOW 
AVERAGE BUT WITH NO WEAKNESSES SUFFICTENTLY 
OUTSTANDING TO WARRANT HIS SEPARATION. 

A TYPICAL EMPLOYEE..HE DISPLAYS THE SAME SUI TAs 
BILITY AS MOST OF THE PEOPLE ¢ KNOW IK THE 7 
AGENCY. 

‘A FINE EMPLOYEE e WAS SOME: OUTSTANOING 
STRENGTHS. 

AN UNUSUALLY STRONG PERSON IN TERMS oF 
REQUIREMENTS OF THE AGENCY. 

EXCELLEO BY ONLY A FEW IN SUIT Aster Ty FOR WORK 
tw THE AGENCY. . 


THE - 
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GUIDE FOR COMPLETING FORM NO, 45: FITNESS REPORT 
- PREFACE oe | | 


This handbook is for the guidance of supervisors and administrative 
officials in completing Fitness Reports. General policy and procedural 25X1A 
guidance is provided in R and EE and on the 

Fitness Report forms. — 
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GUIDE FOR COMPLETING FORM NO. 45: FITNESS REPORT 


1. WHAT IS A FITNESS REPORT? 


a, A Fitness Report is a form for recording. the opinion'of a supervisor 
about the work performance, suitability for employment, and poten- 
tial of a subordinate. The report is only one element in the general 
evaluations which are constantly being made of employees. Reports 
which are prepared carefully will be extremely valuable for considera- 
tion in connection with the development of career plans and the 
review of personnel actions. On the other hand, reports which do 
not fairly reflect the individual’s performance and potential may lead 
to personnel actions which are detrimental to the individual, the 
supervisor, and to the Organization. 


b. Fitness Reports will be of primary interest to two groups. Em-_ 


ployees, being rated or evaluated, are rightfully interested because 
of their natural desire to know where they stand with their super- 
visor (s). It is the firm policy of this Organization to support this 
right of the individual. It is clear that management requires in- 


formation on personnel performance and potential. The report is - 


designed so that both of these interests are met through differenti- 
ating between the evaluation of job performance — the subject of 
particular concern to the employee and his immediate supervisor, and 
the evaluation of potential—the subject of particular interest to 
secondary levels of supervision and to career service elements. Opin- 
ions, and therefore reports, concerning an individual’s performance 
or potential can and will differ legitimately. All that is required is 
that each supervisor give his honest opinion after carefully observing 
his subordinate in action. Over a period of time the series of reports 
prepared by several different supervisors will provide a progressively 
more accurate evaluation of the individual concerned. 


2. BACKGROUND OF THE NEW FITNESS REPORT 


The initial evaluation system in the Organization was the Personnel 
Evaluation Report (PER) introduced in 1952, It was superseded by the 
first Fitness Report, introduced on an experimental basis in November 
1954, which was designed to provide a report. more suitable for selection 
purposes. With the introduction of the Fitness Report, plans were laid 
for continuing study of the evaluation program. The study was largely 


_concerned with finding out what supervisors at all levels wanted in a 


fitness report. This approach recognizes the controversial nature of fit- 
ness reporting, there being almost as many opinions about it as there 
are people. What a majority wanted and how the majority. were using 
the Fitness Report became the basis for the current change. Specific 
steps in the development were as follows: 
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a. “nalysis of the replies of supervisors to the questionnaire circulated 


about the November 1954 Fitness Report. 


b. Analysis of the content of completed Fitness Reports and statistical 
studies pertaining thereto. 


c. Interviews with Operating Officials, administrative officers, super- 


visors, and personnel officers throughout the Organization concern-. | 


ing this subject. 


d. Development of a revised Fitness Report, reflecting the findings that 
had been arrived at, in order to provide a basis for further discussions. 


e. Submission of this proposed revision to a number of Operating Offi- 
cials, administrative officers, supervisors, and personnel officers, from 
all components, in a series of meetings for pro and con discussions 
concerning all aspects of evaluation reporting. Each group spent 
much time in analyzing and discussing the proposed report, sug- 
gested changes, and the policies and procedures which should govern 
its use. 


f. The draft of the Fitness Report revision was further, and quite 
markedly, altered as a result of these meetings and presented to a 
task force of the Career Council especially appointed for this purpose. 


g. The second revision was then submitted to the operating and admin- 
istrative officials to be sure the substance of their criticisms and 
recommendations had been incorporated. 


h. When general agreement was indicated, the proposed Fitness Report 
revision was recommended to the Career Council by the task force. 
The Council adopted the revised Fitness Report. 


3. THE TWO PARTS OF THE FITNESS REPORT FORM 


Job performance and potential were the two points emphasized during 


discussions with makers and users of Fitness Reports. The revisions 
reflect this emphasis. The emphasis on job performance is consistent 
with the individual's right to know how he is doing; the emphasis on 
potential is consistent with the Organization's right to obtain informa- 
tion permitting effective and fair planning. The two uses of the Fitness 
Report are differentiated and put into separate parts of the form ((Part 
I) Performance and (Part II) Potential) to permit the application of 
the different policies appropriate to the purposes in each case. The Fit- 
ness Report is not designed to provide a numerical rating of an individ- 
ual. It is Organization policy that no such rating, either numerical or 
otherwise, be applied to employees as a product of completed Reports. 


a. (Part I) Performance (figure 1) is designed to elicit the supervisor's 
opinion concerning the’ on-the-job performance of the individual. 
It is concerned with the productivity and quality of performance of 
the employee on the job he is performing. It is Organization policy 
that the employee has the right to see this purt after completion by 
the supervisor. Under the limited circumstances listed below, how- 
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ever, the supervisor may elect not to show the report to the employee 
unless it supports an adverse action: 


(1) When there exists unusual operational circumstances such as 
those at a small station where the rater and the individual being 


evaluated are working and living in very close proximity and ~ 


constant social interchange between them is necessary. 


(2) When, for medical or psychological reasons, it would be ill- 
advised to show the individual the report; 


(3) When security considerations preclude showing the report; 


(4) When the supervisor and individual being rated are so physically 
separated that it is impractical to show the report. 


When the supervisor elects not to show the report to the individual 
being rated, for one or more of the above reasons, he shall give the 
reasons for his action in section B of (Part I) Performance. The in- 
dividual may subsequently be shown the report by the head of his 
Career Service upon request, security considerations permitting. 
Suggestions for the conduct of the discussion or interview which will 


accompany the showing of the report are given in paragraph 5, below. ' 
(Part II) Potential (figure 2) is designed to provide Operating OM-...__... 


cials and personnel officers with an opinion concerning the potential 
of the employee. Such information is necessary if due consideration 
is to be given the employee in assignments, promotions, selection for 
membership in the Career Staff and other actions affecting his status. 
This part of the report seeks to provide management with the type 
of information it.should have to use and develop personnel. Organ- 
ization policy prescribes that this part WILL NOT BE SHOWN to the 
individual being rated. The policy of mot showing. Part II of the 
Fitness Report to the rated individual is not to be construed as pro- 
hibiting discussions, at appropriate times not related to the Fitness 
Report, between the supervisor and the rated individual regarding the 
career potential.and work environment characteristics of the rated 
individual. Such discussions should be encouraged. The supervisor 
has the right, generally the obligation, to explain his views to the 
rated individual, and the rated individual has the right to inquire as 
to his potential and the means available toward improving that 
potential. 


GUIDANCE FOR COMPLETING THE FITNESS REPORT (PART I) 
PERFORMANCE , 


SECTION A. GENERAL 


The items of this section should be completed accur rately and use 
should be made‘of official records, as necessary. Special instruc- 
tions * for completing or omitting items of this part of the report 
in the foreign field should be carefully observed. 


—— eT 


* Form No. 45a: Fleld Transmittal—Fitness Report (not attached). 
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| i »€CTION B, CERTIFICATION. 

rae: 7 item 1. For the Rater: The supervisor rating a subordinate | 
= should refer to paragraph 3a, above, for guidance con- 
i: . cerning exceptions to the policy of showing Part I of 
i the report to the subordinate. 


| oe Subitem A— The last statement of this part of the 

ge certification is not to be confused with Item 1. Item 

1 will be used to indicate whether the individual be- 

; _ ing rated was shown the completed Part I of the 

SF report. The final statement of subitem A should be 

= checked by the supervisor when circumstances (e.g., 

° physical separation) have prevented discussion, or 

esi communication with the employee about his job per- 
: formance. 

Subitem B--“This Date” is the date Part I of the re- 

port is signed by the supervisor. ae 


al _ Subitems C and D — Self-explanatory. Note special in- 
instructions for use in the foreign field. , 


Item 2. For the Reviewing Official: See instructions provided .. 
im in paragraph 8, below. 


Subitem A— “This Date” is the date Part I of the re- 
port is signed by the Reviewing Official. 


a i Subitems B and C — Self-cxplanatory. Note special in- aoe 
, structions for use in the foreign field. : 


_ SECTION C. JOB PERFORMANCE EVALUATION 


Item 1. Rating on General Performance of Duties 

: The supervisor’s rating of the employee in this section 
should be based exclusively. on his productivity on the ; hag: 
job, meaning the quality and quantity of his work per- ; 
formance. It may very well be that he is potentially — at 

bed worth more to the Organization in another capacity or , 

= that he is very pleasant to have around or that he is in 

, some ways a distracting influence in the office — but 

he must be rated on how well and how rapidly he 

accomplishes his assignments. Other factors are re- ; Opie 

flected later in the report. 


Item 1. COMMENTS: Add clarifying comments 
concerning his performance in getting the 
work accomplished. The supervisor's opin- 
ion of his productivity is wanted. 


. Item 2. Ratings on Performance of Specific Duties . 
It is rare that two jobs, even those identically classified, 
- are exactly the same in all respects. In this part of 
the report the supervisor has the opportunity to spell 
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_.7> out, preferably in the order of their importance, the 

: actual functions of the job being performed by the 

individual being rated. In Item 1, thé supervisor in- 

~ dicated an overall rating for the performance of this 

‘individual. In this itern he should determine the func- 

; tions the employee performs, list them, and rate each 

~. - one separately. For example: Two stenographers are 

- working for the same supervisor. One has the special 

’ duty of managing a filing system, the other of serving 

as office receptionist. At least one function of each of 

these would be different and the employees would be 

rated according to the manner in which they perform 

such functions. Furthermore, supervisors will find 

that they expect different things from subordinates in 

terms of such factors as length of service, age, experi- 

ence, etc. These conditions are reflected in the assign- 

ments given individuals and should be reflected in the 

rating applied in this section. Very careful considera- 

tion should be given this section because it is an im- 

portant basis for evaluation of the employee for future 

assignments. For the supervisor it will form the main 

basis of the interview with the employee concerning his 
performance, 


Item 3. Narrative Description of Manner of Job Performance 


Do not essentially repeat the opinion expressed in Item 

2. Instead, the supervisor should stress the strengths 

or weaknesses of the employee. In addition, the super- 

visor may comment here on any extenuating circum- 

stances (family problems, outside distractions, etc.) 
. which affect the productivity of the employee. 


SECTION D. SUITABILITY FOR CURRENT JOB IN : 


ORGANIZATION 


As opposed to the ratings given the employee in the preceding 
section of the report, this part is used to evaluate or express the 


supervisor’s opinion of the employee in an overall manner as it. 


applies in his work. For example: An employee may not be 
highly productive but he may be good for the team; he works well 


- with others; he is useful in many ways not directly associated with 


productivity or his assignments. Conversely, the employee may 
be a great producer but his work is done at the expense of team- 
work, ie., he disrupts harmony, does not fully cooperate, etc. In 
short, sum it up. The question following this section concerning 
suitability for some other position should be considered and an- 
swered regardicss of the nature of the previous ratings if the 
supervisor has a sound recommendation based on the experience 
and interests of the employee. 
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5. SU STIONS FOR THE “INTERVIEW WITH THE EMPLOYEE 
W:. © SHOWING HIM THE FORM 


A CEM. ..AL AND INESCAPABLE ELEMENT OF A SUPERVISOR'S. . 


JOB IS ...> EVALUATE HIS SUBORDINATES, CONVEY HIS EVALU- 
ATION TO THEM, AND HELP THEM DEVELOP AND IMPROVE. 


This is a continuous responsibility and is not adequately discharged by 
the single interview at fitness reporting time. Fitness reporting time, 
however, does provide a convenient time for a general review of an 
employee’s performance. This discussion is one of the most important 
parts of the fitness reporting procedure. Like any other interview, the 


- skill with which it is conducted will increase with the care the super- 


visor takes in planning for it. In looking over (Part I) Performance 
of the Fitness Report with the employee, the most likely source of 
discussion will be section C, Item 2 where his performance is noted. 
It follows, therefore, that in determining the items to be rated in section 
C, Item 2, the supervisor is providing himself with a basis for the inter- 
view. The thought the supervisor puts into completion of this section, 
the care with which he marshals current illustrations to back up his 
ratings, and the ingenuity he spends in thinking up specific suggestions 


__ for the employee will make a great deal of difference on how the inter- 


view goes. If the interview goes badly, morale of the employee suffers. 
If a supervisor has any doubt about his ability to deal with the interview 
in a specific instance, he should consult with his supervisor. 


a, GENERAL SUGGESTION 


Having the employee participate in the deter ination: of the aisinents 
to be rated in section C, Item 2 is one method of getting the interview 
off to a good start. Preferably, this should be done in advance of 
fitness reporting time so that the employee will know what is expected 
of him and on what duties he is going to be evaluated. Supervisors 
must be prepared to yield a point if the employee can produce evidence 
that the supervisor has overlooked. But, supervisors must also be 
prepared to maintain their judgment when the employee has nothing 
but a generalized opinion not supported by specifics. 


b. SPECIFIC SUGGESTIONS FOR SUPERVISORS - 


(1) Prepare for the interview. Have specific and current illustra- 
tions at hand to show how the evaluation was arrived at. 


(2) Be sure the employee understands the purpose of the interview. 

(3) Begin the discussion of how the individual rates with a good 
point, if at all possible. Try to give at least.as much credit as 
criticism. — 

(4) Encourage the employee to talk. Listen to him. Schedule the 
interview so there is no need to hurry through it. Remember 
that the attitude the employee develops at this interview will 
affect both him and the supervisor for some time to come. 
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(6) 


(7) 


(3) 


<5) In discussing weaknesses: 


wie 8 . . wheter’ 
~~” hae oat 


(a) Be prepared with current ilustrations of them. 
(b) Be prepared with suggestions for ‘improvement. 


(c) Avoid those the employee can do nothing about, unless they 


are important, e. g., those which indicate a need for change 
. in assignment. ee _ 


(d) Keep the discussion oriented around a comparison of the 
performance of the employee with what is expected of him. 


. (e) Avoid making specific comparison between the employee 
being rated and others during the discussion, since it may 


only lead to gossip in the unit and subsequent morale 
problems. ; 


Close the interview on a positive note such as encouraging the- 


employee to make suggestions on what he should do during the 
next rating period or what the supervisor could do to make his 


job better, or a summary of what the employee and supervisor 


have talked about. 


Adapt these suggestions to your own personality and manner 
of dealing with your employees. Interviews in which a super- 
visor is clearly not behaving naturally are not usually successful. 


Should any question arise concerning (Part II) Potential, the 
supervisor should state that policy forbids him to show. that part 
to the employee. If the employee continues to press the dis- 
cussion, he should be referred to the supervisor next in line for 
further information. go 


6. GUIDANCE FOR COMPLETING THE FITNESS REPORT (PART 11) 
; POTENTIAL ; 


SECTION E. GENERAL 


The items of this section should be completed accurately and 


“use Should be made of official records, as necessary. Special . 


instructions for completing or omitting items of this part of the 
report in the foreign field should be carefully observed. 


SECTION F. CERTIFICATION 


"Approved For Release 2000/06/07 : GIA-RDP90-007 


Item 1. For the Rater: Insert the date Part II of the report 
is signed in subitem-A. Subitems B and C are self- 
explanatory. Note special instructions for use in the 
foreign field. 


Ttem 2. For the Reviewing Official: Insert the date Part II of 
the report is signed in subitem A. Subitems B and C 


"are self-explanatory. Note special instructions for use 
in the foreign field. 
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item 1. 


Item 2. 


ESTIMATE OF POTENTIAL 


Potential to Assume Greater Responsibilities _ 
Consideration should be given to the increased respon- 
sibilities that would accrue if the individual is to 
assume a position in the normal line of progression. 
In some cases, this means additional responsibilities 
within the same line of work requiring perhaps only 
greater self-direction or increased knowledge of the 
work. In other instances it may involve additional 
or different functions, such as supervision over others, 
planning, etc. Discretion must be exercised by the 
rater in recognizing that a position of “immediate 
higher responsibility” may not be available. The mere 
fact of nonexistence, in the foreseeable future, of a 
position of higher responsibility for the rated indi- 
vidual should not preclude the rater from entering 
the highest rating, if, in fact, he considers the highest 
rating a true evaluation of the rated individual’s 
potential. 


Supervisory Potential 

Here the supervisor is asked for the best opinion he 
can give. For employees who have not been in a 
supervisory position, the estimate should take into 
account any aptitude (or lack of it) which may have 


been shown by the employee. For example: in his- 


giving on-the-job instruction to others; in his getting 
the cooperation of the clerks or typists; or in his 
assumption of leadership in tasks assigned to a small 
group of which he is a member. If the supervisor has 


‘had no chance to evaluate such actions on the part of 


Item 3. 
Item 4. 


. SECTION H. 


sot ye. 
Pa ee ari 


Item 1. 


the individual, he will have to rate the employee on his 
best guess as to how he might respond in a supervisory 
position, using as a guide the employee’s acceptance 
by others in a group as evidence of personal leadership, 
and his ability to sOreanie and carry a his own 
work, AS 


Self-explanatory. 


Comments Concerning Potential | 
Add here any further remarks or clarification concern- 
ing the opinion of the employee’s potential. 


FUTURE PLANS ~ 


Training or other Developmental Experience Planned 
(or Recommended) for the Individual 


Include plans for on-the-job training, developmental 
rotation assignments, formal internal and external 
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training and other plans which mney be incorporated 
in career planning. 


Item 2. Note other Factors _ 
While on the basis of experience, training, and other 
- factors an individual may have varying degrees of 
potential, this potential is affected by other circum- 
stances which may permanently or only temporarily 
condition his potential, such as family illness. Please 
note such here. ~ 


SECTION I. DESCRIPTION OF INDIVIDUAL 


This section requires a very critical analysis on the part of the © 


supervisor. Each factor should be carefully considered. It is 
best to try to think of concrete examples in each case as the 
rating is applied. Remember that it is a rare case when an 
individual does not vary widely in as many factors as these 
covering his behavior. Approach each factor separately, with- 
out relation to others, and apply a rating. This section is a good 
test of the supervisor's ability to observe his subordinates. 


4%. THE IMPORTANCE OF THE RATER 
Fitness Reports can be no better than the honesty and objectivity of 


the individual who makes them. They simply represent recorded 


opinions. Important functions of a supervisor are making such opinions, 
accurately reporting them to his superiors, and communicating them 
to his subordinates. ; 

Since Fitness Reports are merely recorded opinion, they are not infal- 
lible. Standards of job performance differ, interpretations of words 
differ, abilities to judge others differ. There is no reason for two people 


to inevitably agree in reporting about the performance and potential of . 


an individual, nor is there any reason why supervisors cannot change 
their opinion as they observe the individual longer. Hence, successive 


’ reports from the’same supervisor may be expected to differ. 


What can be expected from a rater under these circumstances? Bas- 
ically, an honest attempt to record an opinion arrived at as objectively 
as he knows how. When in doubt about how to rate, make an effort 
to get more facts, more observations. Of one thing we are certain — 
attempts on the part of a supervisor to guess what standards others will 


_ use and to influence action by deliberately rating high, can only result, 


in the long run, in increased errors in personnel actions and less efficient 
work on the part of the Organization. Overrating out of a general 
feeling of kindness is onc of the most difficult matters for a rater to 
control. He should consider the following: 


a. It is no real favor to an employee to overrate him because: 


(1). Such evaluations often lead to assignments of duties and respon- 
sibilities which the individual cannot master. 
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) It may very well obscure the fact that additional training for the 
aerate would be desirable. 

(3) It merely tends to put off a supervisory stopiens which should be 
met as the employee develops his work habits and practices. 


b. Of even greater importance, perhaps, is the fact that overrating some 
individuals is unfair to those doing as good or better. There is a 
limit to the upper ranges of a rating scale and, to the extent indi- 
viduals are overrated, the upper end of the scale becomes less mean- 
ingful in those cases where the rating is actually justified. 


8. THE ROLE OF THE REVIEWING OFFICIAL 


The reviewing official has the responsibility of deciding for himself 
whether the supervisor is either underrating or overrating the employee 
concerned. Reviewing officials should recognize that their frame of 
reference concerning an employee with whom they may have contact 
only occasionally is different from that of the supervisor who normally 
is in constant association with the individual. At the same time, the 
reviewing official should take this opportunity to evaluate the ability 


of the supervisor to rate subordinates. Reviewing officials are specifi- - 


cally asked not to require supervisors to rewrite Fitness Reports with 
which, the reviewing official does not agree. Instead, the proper proce- 
dure for the reviewing official is to add to the report, in the space 
provided, his comments on the rating given by the supervisor. The 
evaluation provided by the supervisor should be his own opinion. It is 
stressed that some disagreement between rater and reviewer is not 
unusual, ; 


. 
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Fitness Report Documents 


Instruction Sheet - Fitness Report, Form No. h5 
Form No. 45, March 1958 
Form No. 45a, August 1958 


Directions for Completing Form No. 45 
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oo a INgpRUCT IONS 


SECTION A. GENERAL 


_ THE Lens. OF THIS SECTION SHOULD BE COMPLETED BY THE APPROPRIATE ADMINISTRATIVE OR PERSONNEL OFFICER, 
SPEC TAL INGTRUCTIONS FOR COMPLETING OR OMITTING ITEMS OF THIS PART OF THE REPORT SHOULD BE CAREFULLY 
OBSERVED WHEN PREPARING REPORTS FOR EMPLOYEES RSS TGNES OVERSEAS, 


SECTION a EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES : 
Im THIS SECTION THE SUPERVISOR WILLE List THE MOST IMPORTANT DUTIES THE EMPLOYEE HAS PERFORMED OURING 
THE RATING PERIOD AND WILL RATE EACH DUTY SEPARATELY, DUTIES SHOULD BE LISTED IN ORDER OF IMPORTANCE, 
COMPARE WHEN POSSIBLE THE INDIVIDUAL BEING RATED WITH OTHERS PERFORMING THE SAME DUTY AT A SIMILAR 
LEVEL OF RESPONSIBILITY, TWO INDIVIDUALS WITH THE SAME JOB TITLE MAY BE PERFORMING DIFFERENT FUNCTIONS 
AND SHOULD BE RATED'ON DIFFERENT DUTIES, VERY CAREFUL CONSIDERATION SHOULD BE GIVEN To THE LISTING 
OF DUTIES AND THE RATING GIVEN EACH DUTY BECAUSE THIS !NFORMATION IS IMPORTANT IN THE EVALUATION OF 
THE EMPLOYEE FOR FUTURE ASSIGNMENTS, ‘IF THE JOB REQUIRES MAINTAINING FILES, SAY WHAT KIND IF IT 
REQUIRES PREPARING CONTRIBUTIONS To NIS CHAPTERS, SAY WHAT- GHAPTERS; ‘I/F 1T REQUIRES INTERVIEWING’ JO8 
APPLICANTS, SAY WHAT LEVEL OR FOR WHAT KINO OF JOBS}: IF IT REQUIRES CONDUCTING INVESTIGATIONS, TELL 
, RAAT KIND AND FOR WHAT PURPOSE; tF IT REQUIRES LIAISON ACTIVITIES, TELL WHAT KIND AND WITH wHoms VF 
AW REQUIRES ANALYZING REPQATS QR PREPARING REPORTS, TELL WHAT KIND, WHAT SUBJECTS, AND FOR WHAT PURPOSE, 


; EXAMPLES: 


WOPERATER 1250 MYLTILITH PRESS m= NOT “OPERATES PRESS." 

WTYPES RESEARCH REPORTS HAVING MANY TABLES <= NoT "TYPES" 

RSERVES AS SENIOR GASE OFFICER FOR 7 IMPORTANT CURRENT OPERATIONS USING KNOWLEQGE OF FRENGH 

_ AND POLISH LANGUAGES -— NOT MSENIOR CASE OFFICER," 

NSUPERVISES SECOND@-LINE SUPERVISORS WHO DIRECT ECONOMIC RESEARCH =~ NOT "DIRECTS RESEARCH,™ 

WRESPONSIBLE FOR PROCESSING FISCAL, RINANETAE AND BUDGET REPORTS FOR AN OPERATING BRANCH 
OF 50 PEOPLE? -= NOT TFINANCIAL SUPPORT." 


SEGTLON C © EVALUATING OVERALL PERFORMANCE IN CURRENT POSITION 4 


JN MAKING THIS RATING THE SUPERVISOR SHOULD TAKE INTO ACCOUNT THE EMPLOYEE'S CONDUCT ON THE J08 As! 
WELL AS HIS PERFORMANCE ON ALL SPECIFIC JO8 DUTIES, EACH SUPERVISOR WILL WEIGH THESE FACTORS IN aa 
“OWN MIND SO AS TO ARRIVE AT A.RATING WHICH WILL REFLECT AN EMPLOYEE'S VALUE ON THE JOB. IT [8 QUITE 
POSSIBLE FOR AN INDIVIDUAL TO BE RATED HIGH ON A NUMBER OF SPECIFIC DUTIES AND YET RATED AVERAGE OR 

| BELOW OM OVERALL PERFORMANCE BECAUSE HIS GONDUCT ON THE JOB INTERFERS WITH GETTING THE WORK DONE, 
GONVERGELY, A PERSON WITH RELATIVELY LOW RATINGS ON CERTAIN SPEGIFICG OUTIES MAY BE RATED HIGH ON © 
OVERALL SOB PERFORMANCE BECAUSE HIS _CONOUCT ON THE JOB FAGILUTATES THE WORK OF THE OFFICE OR GEGAUSE 
OF OTHER WERSONAL QUCELTIES THAT HE BRINGS To THE Jos, 


ED DESCRIPTION OF. THE EMPLOYEE | 


«oN oes hoe ao to ate ti “asian date Ne os oar es er cee eee ‘ 

1N YHIs "SECTION THE SUPERVISOR “CONS! DERS THE EMPLOYEE FROM A SUGCESSION OF OIFFERENT ANGLES AND 

HARES A NUMBER OF CLOSE JUDGEMENTS ABOUT HIM, THESE JUDGEMENTS SHOULD O8& BASEO ON THE CHARACTERISTICG 
BEMONSTRATED BY THE INDIVIDUAL IN HIS CURRENT POSITION, THIS SERIES OF STATEMENTS APPLIES IN SOME 
&EGREE YO MOST PEQPLE, BUT SHOULD BE CHECKED ONLY WHEN SUCH RATINGS ASSIST IN THE DESCRIPTION OF THE 


INDIVIDUAL, THIS SECTION IS A GOOD TEST OF THE SUPERVISOR'S ABILITY TO OBSERVE HIS SUBORDINATES. 


SECTION E NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE 


IN THIS SECTION THE SUPERVISOR DESCRIBES THE EMPLOYEE'S DEMONSTRATED ABILITIES OR DEFICIENCIES IN 
THE PERFORMANCE OF HIS PRESENT JOB. ANY RELATIVELY HIGH OR VERY Low RATINGS IN SECTIONS B, C ano D snout 
BE JUSTIFIED BY SUPPORTING STATEMENTS, 1N ADDITION, THE SUPERVISOR MAY COMMENT HERE ON ANY EXTENUAT ING 


CIRGUMSTANCE WHICH AFFECTS THE PRODUCTIVITY AND EFFECTIVENESS OF THE EMPLOYEE, 
. 


SECTION F CERTIFICATION wo SELF=EXPLANATORY ; . oF" Xe 
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GENERAL 


(First) (Middle) 2. PERSONNEL SERIAL NO. 3. BIRTH DATE a. SEX 
==3, GRADE] 6. SERVICE DESIGNATION 7. OFFICIAL POSITION TITLE yy tet j 8. OF F/DIV/BSR OF ASSIGNMENT 


9. CAREER STAFF STATUS 

N 1 Y 
S OT ELIGIBLE | [PENDING [Memecr =| pecuineD | [DEFERRED | _ [OENIED AY 
0. DATE REPORT DUE IN OP tl, PERIOD COVERED BY THIS REPORT ~ | 12. NO. OF MONTHS UNDER MY SUPERVISION 


[eee SCC! 
13. TYPE OF REPORT 
a INITIAL ax REASSIGNMENT/SUPERVISOR | SPECIAL (Specify) 


pf ANNUAL Of | REASSIGNMENT/EMPLOYEE 
SECTION B EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES 


rE up to six of the most important specific duties performed during this rating period. Rate performance on EACH specific duty, con- 
3 


idering ONLY the effectiveness in performance of that duty. All employees with supervisory responsibilities MUST be rated on their 
lability to supervise. 


i DOESCRIFTION ANO RATING NO. 


J 
1, PERFORMS THIS DUTY IN AN UNSATISFACTORY MANNER, 5. PE fe IN\puTY IN AN EXCELLENT MANNER 
DESCRIPTION 2. PERFORMS THIS OUTY IN A BARELY ADEQUATE MANNER. SUFE ie) MOST PERSONS HOLDING SIMILAR JOBS. 
AND 3, PERFORMS THIS DUTY ACCEPTABLY, p 6. PE $ THIS DUTY IN AN OUTSTANDING MANNER 
RATING NO. 4. PERFORMS THIS OUTY IN A COMPETENT ANDO, Kae FOUND IN VERY FEW PERSONS HOLDING SIMILAR JOBS. 
‘| TORY MANNER, IS \ 7. PERFORMS THIS DUTY IN AN OUTSTANDING MANNER 


SPECIFIC OUTY NO. ! RATING |SPECIFIC DUTY NO. 4 


— DUTY NO, 2 . RAGNS SPECIFIC DUTY NO. 5 


fecare DUTY NO. 3 RATING {SPECIFIC DUTY NO. 6 
2 ‘ NO, 


ral 
1 


SUPERIOR TY ALL OTHERS KNOWN TO RATER, 


SECTION C EVALUATION OF OVERALL PERFORMANCE IN CURRENT POSITION 


Take into account everything about the employee which influences his effectiveness in his current position - performance of specific 
‘utiles, productivity, conduct on job, cooperativeness, pertinent personol choracteristics or habits, particular limitations or talents, 


‘te. 


a0 RATING te . - 
: NO. 1. UNSATISFACTORY 3. SATISFAGTORY 8. OUTSTANDING : : 
: «2. BARELY ADEQUATE 40 EXCELLENT 7 ; 
SECTION D DESCRIPTION OF THE EMPLOYEE 


| If the employee is deficient with respect to any characteristic, rate 1; if outstanding, rate 5. 


(It is expected that most ratings will be 2, 3, or 4) 
| - PERSONAL CHARACTERISTICS 


GETS THINGS DONE 
RESOURCEFUL : 


ACCEPTS RESPONSIBILITIES 


i AN MAKE DECISIONS ON HIS OWN WHEN NEED ARISES 
DOES HIS JOB WITHOUT STRONG SUPPORT 


FACILITATES SMOOTH OPERATION OF HIS OFFICE 


&S EFFECTIVELY 


THINKS CLEARLY 
i, ODTOVEeED Or Release Aw 
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ECTION. E _ NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMAN : 
£ s strengths and weaknesses demonstrated in current position, indicate suggestions made to employee for improvement of his 


rks Describe, if oppropriate, his potential for career development and for assuming greater responsibilities. Amplify .or explain, 
f oppropriate, rotings given in SECTIONS B, C, and D to provide the best basis for determining future personnel actions. . 


5 CERTIFICATION AND COMMENTS 


_', BY EMPLOYEE 


| certify that I have seen this Fitness Report. 
DATE SIGNATURE OF EMPLOYEE 


2, BY SUPERVISOR 
F THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION 


noe steed 
f {F REPORT IS NOT BEING MADE AT THIS TIME, GIVE REASON, 


EMPLOYEE UNDER MY SUPERVISION LESS THAN 90 DAYS al REPORT MADE WITHIN LAST 90 DAYS 


OTHER (Specify): : ms 
OFFICIAL TITLE OF. SUPERVISOR TYPED OR PRINTED NAME AND SIGNATURE 


3. BY REVIEWING OFFICIAL 
| WOULD HAVE GIVEN THIS EMPLOYEE ABOUT THE SAME EVALUATION, 


{ WOULD HAVE GIVEN THIS EMPLOYEE A HIGHER EVALUATION. 

| WOULD HAVE GIVEN THIS EMPLOYEE A LOWER EVALUATION, : 

| CANNOT JUDGE THESE EVALUATIONS, { AM NOT SUFFICIENTLY FAMILIAR WITH THE EMPLOYEE'S PERFORMANCE, 
i 5 A « . 


i_3OMMENTS OF REVIEWING OF FICIAL 


OFFICIAL TITLE OF REVIEWING OFRICIAL TYPED OR PRINTED NAME ANDO SIGNATURE 
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INSTRUCTIONS 


he following Items of the Fitness Report will NOT be completed by field personnel preparing the report for transmittal to Headquarters: 
SECTION A, item 1 and item 6 

; SECTION F, items 1, 2, and 3 (Only in respect to “Typed or Printed Name and Signature”) 

In Section A, item 7, the CURRENT STATION DESIGNATION will be substituted for “Off/Div/Br of Assignment.” 


1 CERT AT UHAVE SEEN DATE TYPED OR PRINTED NAME AND SIGNATURE OF EMPLOYEE 
THIS FITNESS REPORT : (in pseudonym) 


E {CERTIFY THAT, EXCEPT FOR ITEMS OMITTED UNDER THE ASOVE INSTRUCTIONS, ALL ITEMS APPEARING ON THE ATTACHED FIT~ 


NESS REPORT HAVE BEEN COMPLETED UNDER PROVISIONS OF CURRENT INSTRUCTIONS OR REGULATIONS 


ee TYPED OR PRINTED NAME AND SIGNATURE OF SUPERVISOR (In pseudonym) 


| re TYPEO OR PRINTED NAME AND SIGNATURE OF REVIEWING OFFICIAL (In pseudonym) 


SPECIAL NOTE , . 


P ‘ ve 
[paecss Reports mus? be prepared with due regard for security considerations. For example) in the case of administrative and support |’ = 
ersonnel and others whose duties do not in themselves reveal sources of Information on methods of operation, it is normally expected] * 
hat a complete and realistic statement of specific duties may be reported in Section B. However, the nature, source, purpose or dispo- 
waition of information or operations will not be included, On the other hand, the position titles and description of specific duties of | : 
certain other employees may jeopardize security and should not be fully reported on this form. In these cases, general ‘statements of | = 
specific duties will be included in Section B indicating the level of responsibility. : : 
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SECTION A— GENERAL 

The items of this section should be completed by the appro- 
priate administrative or personnel officer. - Special instructions 
for completing or omitting items of this part of the report 
should be carefully ‘observed on Field Transmittal — Fitness 
Report, Form 45a. 


SECTION B— EVALUATION OF PERFORMANCE OF SPECIFIC 
DUTIES AND OF OVERALL PERFORMANCE 


Rating Scale 


The rating scale as set forth in this section in Form 45, Fitness . 


Report, is to be used to reflect evaluation of Specific Duties 
and of Overall Performance. In making your selection of the 
adjective evaluation for Section B and in completion of the 
narrative in Section C the following factors should be con- 
sidered as appropriate: 


Cost Consciousness 7% Mobility 
Security Consciousness tnitiative 

Ability to Think Clearly Versatility 
Supervisory Effectiveness Productivity 
Acceptance of Responsibility Decisiveness 
Foreign Language Competence Resourcefulness 
Effectiveness of Oral Expression Cooperativeness 


Effectiveness of Written Expression Records Discipline 


Rating of Performance of Specific Duties 


In this section the supervisor will list In order of Importance 

the most significant duties the employee has performed dur- 

ing the rating period. Each duty shall be described in suf- 
ficient detail to provide information which may be useful later 

. in considering individuals for other assignments. Your evalua- 
tion should be recorded by entering the appropriate letter in 
the box provided for your evaluation of each duty. 


Rating of Overall Performance in Current Position 

In making this rating the supervisor should take into account 
the employee's conduct on the job as well as his performance 
on all specific duties. Each supervisor will weigh these factors 
in his own mind so as to arrive at a rating which will reflect 
an employee's overall value on the job. 


SECTION C— NARRATIVE COMMENTS 


In this section the supervisor describes the employee’s demon- 
strated abilities or deficiences in the performance of his pres- 
ent job. This may include comments regarding a specific duty 


by direct reference fo that duty. Any relatively high or low 
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DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT . : ‘. 


ratings In Section B should be explained or emplified by sup- 
In addition, the supervisor may come 
extenuating circumstances which affect the 

roductivity and effectiveness of the employee. Comment 
should be made on the relative performance of the 
being rated with other people known fo the rater doing com- 
parable work, In commenting on the manner of performence 
of managerial or supervisory responsibilities, abilities and skills 
in such as the following should be considered: 


Delegation of responsibility . 
Establishment and maintenance of clear lines of authority 


Use of personnel, space, equipment, funds, etc. 
Formulation and coordination of programs 
Developing teamwor 


In completing the ratings on Career-Provisional employees 
comment should be made _on the intent, capability and desire 
of the individual to fulfill the service obligations of the Coreer 
Service to which he is assigned. 


SECTION D — CERTIFICATION AND COMMENTS 


The person being rated may attach to his fitness report 
memorandum concerning any part of the report. The mem- 
orandum will be attached to the original for inclusion in t 


Official Personnel Folder. 


Reviewing officials are responsible for assuring that all re- 
ports made by rating officials under their jurisdiction are con- 
sistent and reflect uniform standards of reporting. Through 
the counseling and supervision of rating officials, reviewing 
officials can play major role in improving the operation of 
the Fitness Report. program. ; 


In addition, reviewing officials should as 4 matter of practice 
submit a brief narrative evaluation of the performance end 

otential of the individual being rated, noting the degree to 
which he is. personally familiar with the individual and his 
work. Even though the reviewing official may not be able to 
evaluate the individual from firsthand experience with him, it 
is likely that the reviewing official may be able to contribute 
useful information concerning future utilization or treining of 
the individual based on the review of his record of perform- 
ance and assignments. 


If the reviewing official is in substantial disagreement with the 
rating official he should state whether or not he has discussec 
the evaluation with the rating official and the employee. 


When a person departs an overseas station without having 
been shown his Fitness Report, it is incumbent upon the Career 
Service to have the report shown to the individual. 
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1, POLICY 


It is Organization policy to Inform employees of the effec- 
tiveness of their work performance. Organization policy 
also requires that supervisors record at least once, each. 


~year thelr opinions and evaluations of the work per- 


formance of employees under their jurisdiction, Evalua- 
tions will also be made whenever it is necessary or desira- 
ble to provide Organization management with information 
which may be pertinent to future personnel actions affect- 
Ing these individuals. Regulation No. outlines 
policies concerning the requirements for submitting initial, 
annual, reassignment and special reports, showing the re- 
port to the employee‘and appeals procedure. The Fitness 
Report, Form 45, is used to record evaluations. However, 
an evaluation in memorandum form may be substituted for 


"Form 45 for employees in Grades GS-14 and above. 


2. SUBMISSION 


The Fitness Report will be submitted in triplicate to the 


Head of the Career Service concerned. The Head of the 
Career Service will retain one copy and will forward the 
original and other copy to the Office of Personnel. 


GENERAL 


3. INITIAL REPORT 


A Fitness Report will be prepared for each employee as 
of nine months after his entrance on duty with the Organi- 


- zation. An initial report need not be made when a Fitness 


Report has already been made for some other purpose 
within 90 days prior to the due date of the initial report. 


The initial report is of particular importance in providing 


a record of the supervisor's evaluation of the employee 


before the employee has completed his twelve-month trial 
’ period. An initial report may be deferred for a period 


not to exceed 30 days beyond the due date to provide 
the supervisor with additional time to evaluate an em- 
ployee who has been under his jurisdiction for less than 
90 days. 


4. ANNUAL REPORT 


A Fitness Report will be prepared annually for each em- 
ployee, except when a Fitness Report has been made for 
some other purpose within 90 days prior to the due date 
of the annual report. An annual report may be deferred 
until the employee has been under the jurisdiction of the 
supervisor for 90 days. 


SCHEDULE FOR SUBMISSION OF ANNUAL REPORTS 


GRADES 
GS-1 through GS-5 31 March 
GS-6 through GS-8 30 June 


GS-9 through GS-11 30 September 


, 


GS-12 and GS-13 31 December 


GS-14 and above 31 March 


5, REASSIGNMENT REPORT 
A Fitness Report will be prepared whenever both the 


Immediate Supervisor of the employee and the Reviewing . 


Official are changed by the reassignment of the employee. 
For the purpose of fitness reporting “Immediate Supervisor“ 


FOR PERIOD ENDING 


DUE IN’ OFFICE OF PERSONNEL 
FROM HEADQUARTERS FROM FIELD 


31 May 


30 April 

31 diy | 31 August. 

31 October 30 November 

31 January 28 February 
"30 April | 


31 May 


_ refers to the official who prepares and signs the Fitness 


Report of the employee concerned. When the supervisor 
is reassigned and has numerous reassignment reports to 
prepare he need complete only SECTIONS B, C, and D 
of the Fitness Report. 
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INSTRUCTIONS 


‘SECTION A GENERAL 


The items of this section should be completed by the ap- 
propriate administrative or personnel officer. Special in- 


structions for completing or omitting items of this part of 


the report should be carefully observed on Field Trans- 
Mittal ~ Fitness Report, Form 45a. 


SECTION B EVALUATION OF PERFORMANCE OF 
SPECIFIC DUTIES 


In this-section the supervisor will list the most important 


duties the employee has performed during the rating — 


period and will rate each duty separately. Duties should 
be listed in order of importance. Compare when possible 
the individual being rated with others performing the same 
duty at a similar level of responsibility. Very care- 
ful consideration should be given to the listing of duties 
and the rating given each duty because this information is 
important in the evaluation of the employee for future 
assignments. If the job requires maintaining files, say what 
kind; if it requires preparing contributions to chapters of a 
publication, say what chapters; if it requires conducting in- 


. Yestigations, tell what kind and for what purpose; if it re- 


quires liaison activities, tell what kind and with whom; if it 
requires analyzing reports or preparing reports, tell what 


kind, what subjects, and for what purpose. In rating em- - 


ployees with supervisory responsibilities, tell how many 
employees supervised and their grade levels. 


EXAMPLES: : 

“Operates 1250 multilith press’—not “operates 
press.” 

"Types research reports having many tables” — not 
types.” 3 a 


“Serves as senior supervisor for 7 important activities 
using knowledge of the French language” — not 
“senior supervisor.” 

"Supervises 3 second-line supervisors (GS~13 through 
GS-15 who direct economic research” — not 
“directs research.” : , 

"Responsible for processing fiscal, financial, and 
budget reports for an operating branch of 50 
people” — not “financial support.” : 


SECTION C EVALUATION OF OVERALL PERFORMANCE 
IN CURRENT POSITION 


In making this rating the supervisor should take into ac- 
count the employee’s conduct on the job as well as his 


."erformance on all specific job duties. Each supervisor™ 


_ observe his subordinates. 


will weigh these factors in his own mind so as to arrive at 
a rating which will reflect an employee's overall value on 
the job. ; 


SECTION D ‘DESCRIPTION OF THE EMPLOYEE 


This section is a good test of the supervisor's ability to 
In this section the supervisor 
considers the employee from different points of view and 
makes a number of close judgments about him. These 
judgments should be based on the characteristics demon- 
strated by the individual in his current position. This series 
of stctements applies in some degree to most people, but 
should be checked only when such ratings assist in the de- 
scription of the individual. ‘Writes effectively” and “Dis- 
cipline in originating, maintaining and disposing of rec- 
ords” may be qualifications which are not required in the 
employee’s current position but, if observed, they should be 
rated in order to help describe the employee's capabilities 
and potential. “Discipline in originating, maintaining and 
disposing of records” refers to the awareness and applica- 
tion of procedures involved in the creation, maintenance 
and disposition of written materials. 


SECTION E NARRATIVE DESCRIPTION OF MANNER OF 
JOB PERFORMANCE 


In this section the supervisor describes the employee’s: 
demonstrated abilities or deficiencies in the performance 
of his present job. Any relatively high or very low ratings ” 
in SECTIONS B, C, and D should be explained or amplified 
by supporting stateménts. In addition, the supervisor may 
comment here on any extenuating circumstance which 


affects the productivity and effectiveness of the employee. 


SECTION F -CERTIFICATION AND COMMENTS. - 


The reviewing official has the responsibility of deciding 


whether the supervisor is either underrating or overrating 
the employee concerned. A reviewing official should rec- 
ognize that his frame of reference concerning an ‘employee 
with whom he may have contact only occasionally is dif- 
ferent from that of the supervisor who normally is in con- 
stant association with the individual. At the same time, 


. the reviewing official should take the opportunity to eval- 


vate the ability of the supervisor to rate subordinates. 


“Some disagreement between the supervisor and the review- 


ing official when preparing evaluations is not unusual. In 
a situation where there are significant discrepancies be- 
tween the ratings of the supervisor and the reviewing offi- 
cial, the Director of Personnel will discuss the report with 
the Head of the employee’s Career Service and the em- 
ployee will be informed of his standing and prospects by 
the Head of his Career Service. 
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. s (When Filled In) 
" SECTION A GENERAL | | 


« NAME (Last) (Firat) (Middle) 2. DATE OF BIRTH 4. GRADE 


js SERVICE DESIGNATION] 6. OFFICIAL POSITION TITLE ey Te OFF/DIV/BR OF ASSIGNMENT 


8. CAREER STAFF STATUS TYPE OF REPORT 


a 
NOT ELIGISLE | | MEMBER ft DEFERRED oe INITIAL REASSIGNMENT/SUPERVISOR 


DATE REPORT DUE INO.P, | 11. REPORTING PERIOD To | SPECIAL (Specify) 
_JECTION B EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES 


| ist up to six of the most Important specifle dur iss per (ormnes during the rating period. Insert rating number which best describes the 
manner in which employee performs EACH specific duty. Consider ONLY effectiveness in performance of that duty. All employees 
vith supervisory responsibilities MUST be roted on their ability to supervise (indicate number of employees aupervised). 


| + Unsatisfactory 2 - Barely adequate 3 - Acceptable [4+ Competent |5 - Excellent [6 - Superior | 7 + Outsta 


SPECIFIC DUTY NO. 1 ; Re ne SPECIFIC DUTY NO. 4 


jo: SPECIFIC DUTY NO. 2 Rane SPECIFIC DUTY NO. 8 
ia as RG * * . . 
: 3PECIFIC OUTY NO. 3 SA TINS SPECIFIC DUTY NO. 6 


| pECTION C EVALUATION OF OVERALL PERFORMANCE IN CURRENT POSITION 
Take into account everything about the employee which influences his effectiveness in his current position - performance of specific 
lutles, productivity, conduct on job, cooperativeness, pertinent porsonal traits or habits, particular Itmitations or talents, Based on 
“our knowledge of employee's overall performance during the rating period, place the rating number In the box corresponding to the 


weet which most accurately reflects his level of performance. 
| gy - 
i er ppentetaanneceeeeeneatlh 


nding 
RATING 
NO 


1 - Performance in many important respects fails to moet requirements, RATING 
it ate 2 - Performance meets most requirements but is deficient in one or more important respocts, No: 
— 3- Performance clearly meets basic requiremonts, fe 
| 4 Performance clearly exceeds baste requirements, 
oe § « Performance in every important respect is superior, 
} 
? 


6 - Porformance in every respect Is outstanding. 


fe Ee eee ae Se ED 
mECTION D : DESCRIPTION OF THE EMPLOYEE 


In the roting boxes balow, check (X) the degree to which cach characteristic applies to the employeo 


)« Least possible degree 2 « Limited degree 3 - Normal degree 4 Above averago degree 5 - Outstanding degree 


| 7 


a 


| NOT NOT RATING 
CHARACTERISTICS APPLI- | _OB- 

. : CABLE semen, 

1 is) 


SETS THINGS DONE ; - 


1ESOURCEFUL eae 
CCEPTS RESPONSIBILITIES | 
CAN MAKE DECISIONS ON HIS OWN WHEN NEED ARISES aa 


JOES HIS JOB WITHOUT STRONG SUPPORT 
-ACILITATES SMOOTH OPERATION OF HIS OFFICE 

WRITES EFFECTIVELY 

ECURITY CONSCIOUS : : ‘a 


7 KS CLEARLY 


A EEE 

i DISCIPLINE IN ORIGINATING, MAINTAINING AND DISPOSING OF RECORDS. : 
[isirunie nc omonsarme, : =92-=- : 
THER (Specify): ; 
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. iz (When Filled In) - ; 
SECTION E _ NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE : i 
$ d t d t of hi 
Stes srendipprovedttor Retenst 2000/0607 CIA! RR PRARIOTUR TNA NOUNS nce sa 
ansibilittes. Fauhl oad or explain, if appropriate, rotings given in SECTIONS B, C, and D to provide the best basis for determining 
te personnel! actions. 


3 
‘ 


i 
aa 
an 
1 ) _ 
7 
1 


‘SECTION F CERTIFICATION AND COMMENTS 
a BY EMPLOYEE 
| certify that | have seen Sections A, B, C, D and E of this Report. 
ee ‘ DATE SIGNATURE OF EMPLOYEE 
2. 3 BY SUPERVISOR 


_'MONTHS. EMPLOYEE HAS BEEN IF THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION 
iUNDER MY SUPERVISION : 


: IF REPORT 1S NOT BEING MADE AT THIS TIME, GIVE REASON, 


i EMPLOYEE UNDER MY SUPERVISION LESS THAN 90 DAYS j me REPORT MADE WITHIN LAST 90 DAYS 


fF. jorHer (Specify): wie 


4 DATE _[ OFFICIAL TITLE OF. SUPERVISOR ‘|TYPED OR PRINTED NAME AND SIGNATURE 


BY REVIEWING OFFICIAL 

| WOULD HAVE GIVEN THIS EMPLOYEE ABOUT THE SAME EVALUATION. 

1 WOULD HAVE GIVEN THIS EMPLOYEE A HIGHER EVALUATION. 

1 WOULD HAVE GIVEN THIS EMPLOYEE A LOWER EVALUATION. 

| CANNOT JUDGE THESE EVALUATIONS. 1 AM NOT SUFFICIENTLY FAMILIAR WITH THE EMPLOYEE'S PERFORMANCE. 
COMMENTS OF REVIEWING OFFICIAL ; ‘ 


ew E / OFFICIAL TITLE OF REVIEWING OFFICIAL .] TYPED OR PRINTED NAME AND SIGNATURE 
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Brief for CIA Career Coumcil 


Subject: Fitness Reporting 


2h January 1962 
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II. 


24 JAN 1962 


BRIEF FOR THE CIA CAREER COUNCIL 


SUBJECT: Fitness Reporting 


BACKGROUND 


Statutory exemption from the Performance Rating Act. of 1950 permits 
the Agency to develop and establish its own employee rating system. Various 
kinds of fitness reporting systems have been used by the Agency in the past 
(Tab A). Under the leadership of the Carcer Council, a great deal of co- 
ordinated effort and careful consideration have gone into the development, 
installation, and improvement of these systems. Fitness Report, Form 45, 
currently in use, was developed during 1958 by a Task Force of Senior of- 
ficials from all parts of the Agency. After approval by the Career Council 
it was put into effect on January 1, 1959. This report is largely a com- 
bination of those parts of previous Fitness Report Forms which, in the opinion 
of the Task Foree, had proven most useful and acceptable for employee eval- 
uation pirposes. 


EVALUATION OF CURRENT REPORTING SYSTEM 


Fitness Report evaluations are used extensively in selecting personnel 
for assignment, for competitive promotion and for training. They are also 
used in determining nominations of individuals for selection-out and in 
ranking personnel on relative retention lists for surplus categories of 
personnel. The maintenance of Fitness Report records on 4 current basis 
requires constant follow-up on the part of management. Slowness in sub- 
mitting reports has been attributed in some part to a lack of satisfaction 
of supervisors with the reporting system and the report currently in use. 


The Career Council at its 65th Meeting on 25 May 1961 directed that a 
report on the fitness reporting system be prepared including tabulations 
illustrating significant deviations in standards and practices. In view 
of this an examination of a large group of Fitness Reports was made. Also 
a review was completed on comments and suggestions on Fitness Reporting 
which were received voluntarily and upon solicitation from operating offi- 
cials, Career Service representatives, personnel officers and employees. 


This study revealed that the current fitness reporting system has been 
satisfactory. However, it is considered desirable at this time to make 
further improvements by simplifying and clarifying the rating standards 
and making other changes in the fitness report form and reporting system. 
The problem areas are highlighted in the proposed summary together with 
their proposed solutions. 
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PROSLTM SOLUTION 
1. The current Fitness Report, 1. ‘The proposed revision of the form 
Form 45, provides in Section B provides for rating both specific duties 
for rating cpacifie duty perfor- and overall performance on a 5-point scale 
manes on a 7 point scale cat up with adjectives deseribing each level. 
in equal intervals fron "1-Un- The intervals on the scale are not cven: 
eatisfactory" to "7-Outstanding”. _ Only one rating level is assigned to less- 
It also provides for an overall than-satisfactory performance but four 
rating, in Section C, on a six levels are provided for. discriminating a 
point scale of equal intervals, among degrees from Satiefactory (Adequate) 
_ each letter described in sentenca to Outstanding. 


form. This difference in scale 

value was intentionally designed P 
to avoid attempts to average the 

ratings on specific duties to de- 

rive the overall rating. Such 

averaging would not give weight 

to good or bad performance on 

single duties according to their 

relative importance. This result 

has not been achieved. 


2. Rating of Personal Character- 2. Eliminate this manner of evaluation 
tsties (Section D, Form 45). Our of personal. characteristics and make 
experience has indicated that the provision in other parts of the report 
results are of doubtful validity for such evaluation. A low or high 
and that users of the ratings have evaluation of w personal characterlatic 
not found it useful. is better handled through a comment in 

the narrative section of the report. 
3. There have been indications of 3. Eliminate the opportunity in current 
inadequate participation by Review- Fitness Report, Form 45, for Reviewing 
ing Officials. This hus been exeu- Officials to merely check a box on the 
plified by failure to document agree- fomn to indicate their evaluation of 
ment or disagreement with ratings the individual. Additional space is 
and, on some occasions, Reviewing provided on the proposed fom for the 
Officials indicate disagreement Reviewing Officials to enter their coments, 
without explunation. Proposed instructions for the new fitness 


report form describe aspects of the rate- 
ings on which the Reviewing Official 
might desire to comment. 


4. There is no space provided on 4. Provision has been made on the pro- 
the current Fitness Report, Form posed Fitness Report Form and in the 
45, for @ person to show he has _ instructions for the individual to in-~ 
attached to the form a memorandum dicate that he has attached a memorandum 
regarding any part of his rating. regarding his rating should he so desire. 
5. The current form does not place 5. The revised form and the instructions 
sufficient emphasis on the rating give greater stress to this requirement. 
of managorial and supervisory re- 
sponsibilities. 

6 - 
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-,ITI. CONCLUSIONS 


Improvements in the Agency Fitness Reporting System are advisable 
at this time: 


ae 


Ce 


The proposed changes in the Fitness Reporting System and the 
revised form will provide more useful information to meet 
Agency personnel management requirements. 


Improved instructions to accanpany the Fitness Report Form 
will be valuable in introducing the revised form. 


Short training courses for supervisors, personnel or adminis- 
trative personnel should be conducted at the time the form is 
put into effect. 


IV. RECOMMENDATIONS 


Be 


b. 


Ce 


Approved For Release 2000/06 /I is) fcERDR 


Form 45, Fitness Report, be revised in accordance with sample 
proposed in TAB B-6. 


Directions for preparing Fitness Report, Form 45, Revised, be 
approved for publication (TAB B-7). 


An All Employee Notice be published to announce the inauguration 
of the new reporting system and form, TAB C. 
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STUDY Of FITNESS REPORTING 


Approach Used 


A atudy of the effectivencss of the current Fitness Reporting 
System was accomplished through the examination of a representative 
sample of 300 Fitness Reports completed during 1960 and through the 
review of comments and suggestions on fitness reporting received volun- 
tarily or upon request from supervisors, personnel officers, and 
employees. In addition, Le healers distribution of oo on 
overall performance for 10, reports prepared during 1960 was tabu- 
lated and analyzed. The conelusions of this review and the suggestions 
edvanced to correct deficiencies noted ere set forth in the following 
sections. 


Rating Standards 


A. Tabulations of the distribution of fitness report ratings on 
Performance of Specific Duties, Overall Performance and Description 
of the Employee are presented in Tabs B-l, 2, 3 and 4. They show 
the following: 


(2) Performance of Specific Duties 


The ratings given to three specific duties were used for this 
analysis. The profiles for the three major directorates show 
a very close similarity in the use of the seven degree rating 
scale (Tab B-1). Rating Munber One, Unsatisfactory, was not 
used at oll, and Rating Mmber Seven, Outstanding, was used 
to a remarkably close degree. The percentage of use of : 
Ratings Three, Four, Five end Six were very close for the 
DD/I and DD/P whereas in the DD/S area lower ratings were 
given. A comparative distribution of the ratings of the 
first three specific duties of a proportionate sample from 
each of the individual career services of the three majox 
directorates is presented in Tab B-4. This reveals the 
sane pattern as mentioned immediately above. This analysis 
also included a breakdown by the following grade groupings: 
G8 6-8; GS 9-11; and GS 12-13. A direct relationship of 
higher ratings for higher grades was evident.’ 
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(2) Overell Performance in Current Position 


(3) 


(4) 


Rating of Overall Performance employed the use of a six-degree 
rating seale. As in the case of the seven-degree ecale used for 
rating Specific Performance, Rating Number One was used extremely 
infrequently (Tab B-2). While there was a high degree of sini-~ 
larity in the profiles for the grade groupings GS 6-8 and GS 9-1, 
it was again evident that the higher the grade the higher the 
frequency of higher ratings. 


The distribution of Overall Ratings by major airectorate was 
very similar to those for Specific Performance. The DD/I and 
D/P assigned more ratings at the tvo higher levels of rating, 
Superior and Outstanding, than the DD/S; however, the three 
directorates compare very closely when the three top levels of 
rating are combined. 


Description of the Employee 


A Pive-degree rating scale was used for this purpose. Tab B-3 
shows a high degree of similarity in the ascigmment of ratings 
both when viewed from a Career Service standpoint and frou a : 
grade grouping standpoint. The highest rating, Five, Outstanding, 
was assigned to approximately twenty percent of the items rated. 
This is a considerably greater use of the Qutatanding Rating 
for this purpose than in the evaluation of the Performance of 
Specific Duties or Overall Performance. Characteristic of this 
analysis the individual DD/I and DD/P Career Services employed 
the two higher ratings, Above Average Degree and Outstanding 
Degree, more frequently than those of the DD/S, (Tab. B-+). 


The averages for all ratings for each of these rating categories 
are as follows: 


Rating Category Rating Seale Agency Average _ 


(Seven Degree Scale) 


Specific Duties 4 Competent 5.0 Excellent 


Overall Performance 4 Clearly Exceeds 4.3 


(Five Degree Scalc) 


Description of the 
Employee 
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B. The nature of the distribution of Fitness Report ratings and averages 
in the foregoing might raise questions and point to conclusions such as 
the following: 


(1) The use of three separate rating scales of five, six and 
seven degrees makes it difficult for a supervisor to apply 
standards clearly and uniformly to the three separate rating 
categories used in the report. , 


(2) In the use of Fitness Reports for personnel management purposes, 
a difficulty, similar to that in (1) above, exists causing management 
officials to usually focus on the rating for Overall Performance, and 
the narrative statement in their interpretation of a Fitness Report. 


(3) Inasmuch as the performance of nearly all Agency personnel 
clearly or greatly exceeds the requirements of their positions, 
are our people overqualified for the work? Or, are our standards 
of performance established too low? Or, is the terminology used 
for our rating standards confusing and unclear? (We have Long 
maintained that our qualifications standards are high and the 
requirements of most of our work difficult and d@emanding. ) 


(4) Reviewing Officials may be encouraging unrealistic rating 
practices by their failure to play an active role in the application 
of rating standards and contribution to the evaluation of the 
individual. 


(5) Rating officials may be inadequately trained in the important 
supervisory function of employee evaluation and fitness reporting. 


Cc. Although some validity may be accorded to each of the above possible 
conclusions, there are a number of extenuating circumstances which also 
must be given careful consideration in any attempt to evs our rating 
practices: 


(1) Difficulty in stating, understanding and iespretating 
rating standards is not limited to CIA but has long existed in 
other agencies, the military services and in private organizations. 
Despite constant efforts to achieve valid rating programs, no one 
system has yet emerged as conspiciously successful. Our current — 
fitness report form is generally regarded as superior to or at 
least as good as any previously used. 


' (2) In CIA, it is difficult to provide adequate recognition for 
individuals who perform well. The Fitness Report thus serves an 
important purpose of recognizing on the record good or exceptional 
achievement and performance. The trend, understandably, has been 

' to take a liberal approach in the interest of management-employee 
relations. This approach has been justified particularly for 
mall overseas units where close and harmonious supervisor-employee 
association is imperative ye ere operation. 
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(3) Most Agency assignments do not lend thamselvea to precise 
definition and description nor to the entublislunent of fonnal 
standards of performance. Charucteristically, ow syatem has 
long recognized that the capabilities of the individual influence 
what his position, its requirements, and frequently, the grade 
level will be. Thus, the individual and the job are more nearly 
synon;mous in CIA than in most organizations, a fact which com- 
plicates the use of jcb requirements as a standard for measuring 
effoctivenass of performance. 


(4) Perplexing problems have aricen when Career Service officials 
hove sought to take adverse action against an employee frankly 
acknowledged to be substandard but whose Fitness Report faith- 
fully documents his performance and capability over the years as 
consistently distinguished. 


(5) In recognition of the need for improving existing employee 
evaluation practices, several of our Career Service Heads and 


operating officials have mide and are making gomuine and aggressive : 


efforts to obtain realistic ratings. Some successes have been 
achieved, but a unified, Agency-wide effort in this respect has 
not been undertaken. 


The above characteristics of fitners reporting in the Agency have been 
taken into account in developing the proposal which follova for revising 
the fitness reporting program. Early in our review, we concluded that it — 
would be praferable and more acceptable to employees and supervisors alike 
to institute revised rating standards and practices coupled with the introw. 
duction of @ substantially new fitness report form rather than attempting 


najor readjustuents in rating while continuing to use the existing rating 
scales and forn. ; 


Nunerieal Rating Scales 


The current Fitness Report Porm, Tab B-5, uses senarate and inde- 
pendently defined rating scales for evaluating performance of Svecific 
Duties, Overall Performance, and Emloyee Characteristics in Sactions 
B, C and D, respectively. The scales have seven, six, and five decrees 
of discrimination Jn order to eliminate standardization or direct con- 
parison between the respective factors rated. In practice, however, the 
variance in rating scales and the necessity to use w different adjectival 
or descriptive definition of the scale for each part of the Fitnese Report 
have caused complications and oisunderstendings and detracted frou the 
acceptwunee of the Report. Some of the cowplicetious may have resulted 
from the fact that, based on a strict comparison of the degree definitions, 
there axe literally nine (9) distinguishable degrees of ratings now in use. 


) - 101 - 
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Section B Section C Saction D 
Specific Duties Overall Porformance Employee Characteristics 
Unsatisfactory (1) Fails to Meet Requirements (1) Least Possible Degree (1) 
Barely Adequate (2) 1.2. +s. eee eevee Idmited Degree (2) 
ee ki BR ee. Meets Most Requirements; (2) .« .«ese+e+reeee 
Deficient in One or More 
Important respects 
Acceptable C3). Sele A Beene AS al  & ae Sadar as ge er seat ae 
Competent (4) Meets Basic Requirements (3) Normal Degree (3). 
ee ae eer ‘Exceeds Basic Requirements (4) Above Average (4) 
Excellent (S)). 6s @ GR eRe Hee ee a ee ae eee ee 
Superior (6) Superior C5): sce, ee i GS: Bae ee 
Outstanding (7) Outstanding (6) Outstanding 


Comments received from supervisors, personnel officers, and employees 
(including several independent employee suggestions submitted under the 
Suggestions Awards Program) favor simplification and standardization of 


(5) 


the rating scale. Accordingly the revised rating scale proposed in Section 
B is designed to eliminate difficulties occasioned by the incongruous rating 


scales in the present forn. 


Content and Format of the Fitness Report 


The following paragraphs summarize findings with respect to the 
effectiveness of the various major sectians of the Current Fitness 
Report, Form 45, Tab 5, and outline recommended changes. A revised 
Form 45, incorporating the changes, is attached as Tab B-6. 


(1) “Section A - General Form 45 


This section covers basic data identifying the employee and 
and his status. Changes are required to indicate category of : 
employee to replace section currently titled "Career Staff Status”. 


(2) There was general agreement that specific major duties warrant 
individual evaluation on an adjective scale, but the current seven 
degree rating must be simplified. There was also a proposal that 
each specific duty receive a narrative evaluation. A five degree 
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ceale has been provided in the proposed form, however, o narrative 
evaluation of specific duties is not planned. The revised instruc- 
tions state that a rater may uoe Section C, Narrative Deseription 
of Job Performance (proposed form) for comments regarding a specific 
duty by direct reference to that duty. 


Section C ~- Evaluation of Overall Performance 


The concensus was that an adjective rating scale for evaluating 
overall performance was essential to the purposes a fitness report — 
should serve in the Agency. Most comments received emphasized that 
it chould be made clear that each employee is being compared with 
others of similar level and type of work in CIA as well as against 
his job--not with the population at large. This comparicon can only 
be made within a framework of the rater's knowledge of other people 
doing similar work. ‘The cane five-degree rating ccale that is used 
for the rating of specific duties is also to be used for overall 
performance. In addition, the instructions provide for comment in 
the narrative on the relative performance of the person being rated 
with other people known to the rater doing similar vork. 


Section D - Description of the Employee 


The weight of opinion by usera of tha Report is that the 
ratings of specific characteristics are not very meaningful and 
could woll be discontinued. It was pointed out that cuch character. 
istics as "Gets Things Done”, "Resourceful", "Writes Effectively”, 
and the like would, if applicable to the job performad, be considered © 
in the level of rating accorded specific duties and also in the 
narrative evaluations of performance. Accordingly, the purpose of 
this section might be served equally well if the Pitnecs Report 
directions (Tab B-7) include instructions to the following effect: 


"In the evaluation of the manner of poxformance 
of specific duties and overall job performance, 
the following factors will be considered and 

“specifically coumented upon when thoy are con- 
sidered of significance in the job: 


Productivity Mobility 
Decisivencsas Records Discipline 
Resourcefulness Versatility 
Supervisory EfYeetiveness Cost Consciousness 


Ability to Think Clearly 
Acceptance of Responsibility 
Effectiveness of Written Expression 
Effectiveness of Oral Expression 


; Section D could then be eliminated, and the report thereby simplified ' 


without losing any vital elements. 
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(5) Section E - Narrative Description of Manner of Job Performance 


This narrative section is acknowledged by virtually all users 
ag the most informative and reliable part of the Fitness Report. 
Its retention is unanimously desired. In fact, several suggestions 
were to expand this section by providing additional space and estabe- 
lishing separate subsections to assure receipt of narrative comments 
on items such as strengths, wealmesses, potential, recommended 
training and future assignments, and suitability for overseas. It 
will be noted that this type of approach was used for several years 
by the Agency, Form 37-151, May 1952, Tab A-3, and toa lesser 
degree on succeeding report forms. The approach was abandoned, 
however, by the Council Task Force in developing the current form. 
The Task Force reasoned that greater flexibility and more useful _ 
narrative information would result if we do not force raters into 
following a rigid pattern but merely provide guide lines as to 
coverage. Results since then have proven generally satisfactory 
and support the Task Force position. However, as a further improve- 
ment it is constdered desirable to require descriptions in this 
section of supervisory and management responsibilities in addition 
to their being listed and rated among Specific Duties in Section B. 


Raters will be expected to sum up characteristics of perfor- 
mance--in comparison to job requirements and in relation to that 
of other individuals doing similar work--and will include infor- 
mation on personal characteristics, qualifications, potential for 
future job assignments, and training or developmental assignments 
recomended. 


(6) Section F - Certification and Comments 


Few comments or suggestions were received as to the use or 
continuance of this section. It was found that the subsection 
which provides that the supervisor return the blank form with 
explanation when a report is not being made was serving little 
‘useful purpose and can be eliminated to save paper work. The 
same effect can be achieved through using other sections of the 
report for this purpose. The proposed instructions will so in- 
dicate. 


In Section D, 1 space has been provided for the person being 
rated to check a box to indicate that he has attached a memorandum 
regarding the report, should he desire to submit one. 


In the subsection providing for Certifications and Caments 
by the Reviewing Official, it is noted that in about 96% of the 
eases, the Reviewing Official would have given the employee about 
the same evaluation; in 1% the Reviewing Official would have rated 
the employee higher; in 1% tower. In 2% of the cases, the Review- 
ing Official was not sufficiently familiar with the employee's 


on 
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: performance to evaluate. In only about 10% of the 96% did the 
Reviewing Official make comments which could be judged as con- 
tributing substantially to the usefulness of the report. 


The role of the Reviewing Official and his accountability for 
endorsement of Fitness Report ratings have not been strongly empha- 
sized in most parts of the Agency. We believe that more positive 
action by the Reviewing Official will greatly help in achieving a 
realistic rating program, and accordingly recommend that a narrative 
evaluation by the Reviewing Officer be encouraged. In the new 
Section D-3 we would hope that the Reviewing Officer will state 
why he would give the employee the same or different evaluation and 
amplify the rating official's comments on the employee's overall 
evaluation. Present procedures for resolving wide divergencies 
of opinion between rater and reviewer by the Director of Personnel 
and the head of the Career Gervice concerned and for notifying 
euployees would be continued. 


5. Proposed Fitness Report Form (Tab 6) 


Recommendations made in the preceding Section 4 are incorporated in the 
form together with the basic instructions considered necessary. This form 
will be supplemented by a more detailed Instruction (Tab 7). 


Fitness Report Procedures 


“Fitness Report, established current procedures which 
are consistent with the recommendations of this study. The scheduling of 
reports by grade groups with timing related to promotion considerations has 
bean found to be useful. The use of memorandum in lieu of Fitmess Report 
for GS-14 and above personnel is recommended with the understanding that 
the content of the memorandum will be generally consistent with the evalu-~ 
ations called for in the revised Fitness Report Forn. 


Evaluation of Specific Duties 

- Evaluation of Overall Performance in Current Position 
Description of Employee 

- Tabulation of Fitness Report Ratings by Career Service & Grade 
~ Current Form 45 

- Proposed Form 45 

Tab 7 - Instructions for Fitness Report 
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| “ SECTION B 
Career NUMBER UN DisTAiBUTION OF RATINGS FOR SECTION OD 
VICE SAMPLING 3 Sreciric Duties DESCRIPTION OF THE EMPLOYEE 
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- 5 45 217 364 223 26 
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5% 
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1 = UNSATISFACTORY 1 = LEAST POSSIGLE OEGREE 
2 = BARELY ADEQUATE 2 LIMITED DEGREE 
: 3 = ACCEPTABLE . 3 © NORMAL DECREE 
a QW = COMPETENT © ABOVE AVERAGE DEGREE 
™ 5 = €XceLLENT 5 © OUTSTANDING DEGREE 
6 ~ sUPERIOR 
i 7 = OUTSTANDING 
= 


THE MATERIAL USED IN THIS SAMPLING JS TAKEN FROM 1960 FITNESS REPORTS. THE DISTRIBUTION AMONG CAREER 
SE. 3ES IN IN APPROXIMATELY THE SAME RATIO AS THE ACTUAL AGENCY CAREER SERVICE EMPLOYEE DISTRIDUTION. 1h 

cction a Approved ForRelease2OC0166/04e£ GAC RBPI000 FOSROOC200 10000466 OF oUTiES RATE 
ea’ BECTION © ALL RATINGS OKSCAIBING THE CHARACTERISTICS OF THE EMPLOYEE WERE TABULATED@=USUALLY TEN, UNLESS 
THE CHAMACTERISTICS WERE NOT APPLICABLE Of NOT OBSERVED, - Lie - 
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We DSULATION oF FICLES REPORT RATINGS BY GRAIG 
GS-3 through GS-15 


Tumber Sucalod B 
, in Dictribution of Ratings SECTIAT D 
Grade Sampling for 3 Specific Dutics Description of the Employce 


: Ee ae ee ee 
sy 


1 2 5 #15 h 34 52 5 

3 17 133 105 

13 56 198 96 

— -2T % 95 229 & 

13 We 59 «69030 

GS-10 3 13 29 
GS-9 ho 2108 ity 
Gs-8 20 3 47 5ST 35 
GS-7 42 6 125 193 69 
Gs~6 16 41 18 30 
33-5 12 2 8 uy 55 
Gs-h 16 10 35 58 a1 
GS-3 5 Ll | 6 10 2 


. Total [ =. 65) (kS 217 38% 223 26 - 45 6801480 616 
| Percentage | Of 16 5h 246 hos 25% 3% of 2% obs 52s 22% 


ne i een ee awe 


1 - Uncatisvfactory 1 = Least Possible Dagree 
2 - Farely Adequate 2 - Iinited Dagrea 
3 - Acceptable a Normal Dogree 
, = Compatent - Above Average Degree 
§ - Excellent ; '§ - Gutatanding Degree 
6 - Superior 
7 = Outstanding 
The material used in this campling is taken from 1950 fitness reports. The 


distribution among grades is in approximately the came ratio as the actual Agency 
employee grade distribution. In Section B the ratings apply only to the first 
three cpocific dutics regardless of the munber of duties rated. In Ssction D all 

_ ratings deseribing the charactoristics of the employce wore tabulatod--usually ten, 
unless the characteristics were not applicable or not observed. 


Approved For Release 2000/06/01 : ClIAsRDP90-00708R000200100001-6 
CONFIDENTIAL . 


t 


an : SECRET oe AS 


2 1, ‘ 7 
Anoroved For Release 2000/06AT1°2 RK! IM) DON_NNZN8RN00200 


P . a erate e 
T EMPLOYEE SERIAL NUMBER 


FITNESS REPORT 


TION A GENERAL 


te NAME (Laat) (First) (Middle) 2. DATE OF BIRTH ae 4. GRADE 
SERVICE DESIGNATION 6 OFFICIAL POSITION TITLE 7, OFF/DIV/BR OF ASSIGNMENT 


CAREER STAFF STATUS 9, TYPE OF REPORT 


=i [Nor ELIGIBLE MEMBER | | OEFERRED Ga INITIAL bs REASSIGNMENT/SUPERVISOR 


RE ASSIGNMENT/EMPLOYEE 


10. DATE REPORT DUE IN O.P. 11. REPORTING PERIOD SPECIAL (Specify) 
: From To : 


* eSECTIONB EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES 


List up to six of the most important specific dutios performed during the rating period. Insert rating number which best describes the 
manner in which employee performs EACH specific duty. Consider ONLY effectiveness in performance of that duty, All employees 


; with supervisory responsibilities MUST be roted on their ability to supervise (indicate number of employees auperviacd). 


77 Barely adequate [5+ Acceptable [4- Competent [5 ~ Excellent [6 Superior |? = Outetanding |. 


SPECIFIC OUTY NO. { : RATING SPECIFIC DUTY NO. 4 RATING 
RATING . 
NO. 
~ 
a DUTY NO. 3 vane SPECIFIC DUTY NO. 6 


NO. 
PSECTION C EVALUATION OF OVERALL PERFORMANCE IN CURRENT POSITION : 


Take into account everything about the employee which influences his effactiveness in his current position - performance of specific 
duties, productivity, conduct on job, cooperativeness, pertinent personal traits or habits, particular limitations or talents. Based on 


weour knowledge of employee's overall performance during the rating period, place the rating number in the box corresponding to the 
ieiseree! which most accurately reflects his level of performance. 


1+ Performance in many important respects fails to meet requirements, RATING 
2 +» Performance meets most requirements but is deficient in one or more important? respects. NOs 
3 « Performance clearly meets basic requirements. 

4+ Performance clearly exceeds basic requirements, 

i 5 « Performance tn every important respect is superior, 

t 6 - Performance in every respect is outstanding, 


1 SECTION D DESCRIPTION OF THE EMPLOYEE 
In the rating boxes below, check (X) the degree to which each characteristic applies to the employee 


s+ Least possible degree 2+ Limited degree 3» Normal degree | 4 Above average dogres 5 - Outstanding degree = 


CHARACTERISTICS apeLi-| ‘one 


RESOURCEFUL es ee ae ee ee 
| ACCEPTS RESPONSIBILITIES ees ee Se es Se 

TAN MAKE DECISIONS ON HIS OWN WHEN NEED ARISES 

DOES HIS JOB WITHOUT STRONG SUPPORT Pee Ths cacetahie ode dcetl be cl 

FACILITATES SMOOTH OPERATION OF HIS OFFICE es ee ee ee es 
| WRITES EFFECTIVELY aa ean [ie ees AE SO 

SECURITY CONSCIOUS ieee SEONG (Re ee Pa ae 
wer HINKS CLEARLY ‘ rs ees es es ee ee 

Pree 


j 


= 


. 


SPECIFIC OUTY NO.2 ; RATING SPECIFIC DUTY NO.S . 
| 


| 
3 


5 2LINE IN ORIGINATING, MAINTAINING AND DISPOSING OF RECORDS 


THER (Spe proved Fo Pala 2 NNOJONGINA~ + iD BSA eer ac ane eB REEEse06+00004.6—-_|_— 


SEE SECTION *E" ON REVERSES 


~ 


Renan 45 OBSOLETE PAEVIOUS EDITIONS. SECRET (4) 
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PECTION EAnn 


tres 


SECRET 


(When Filled In) 
SNGO/O6/5" Mage) 


in currant position, 


Ric lease 
s strengths and weaknesses demonstrated 


g OTFTUUUU0T-6 ; 
icote sugge do fo omployce fo pYovement of his 


work. Give recommendations for his training. Describe, if appropriate, his potential for devolopment and for assuming greater re- 
sponsibilities. Amplify or explain, if appropriate, ratings given in SECTIONS B, C, and D to provide the best basis for determining 
uture porsonnel actions. a 


. 


JECTION F CERTIFICATION AND COMMENTS 


1. 


ATE 


BY EMPLOYEE 


| certify that | have seen Sections A, B, C, D and E of this Report. 


SIGNATURE OF EMPLOYEE 
?, BY SUPERVISOR 
ONTHS EMPLOYEE HAS BEEN lf THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION 
NOER MY SUPERVISION ‘ 
IF REPORT 1S NOT BEING MADE AT THIS TIME, GIVE REASON, 
| _lorHer (Specify): . 
ATE Fs OFFICIAL TITLE OF SUPERVISOR r TYPED OR PRINTEO NAME AND SIGNATURE 
oe 


geOMMENTS OF REVIEWING OFFICIAL 


BY REVIEWING OFFICIAL 
| WOULD HAVE GIVEN THIS EMPLOYEE ABOUT THE SAME EVALUATION. 
| WOULD HAVE GIVEN THIS EMPLOYEE A HIGHER EVALUATION: 
| WOULD HAVE GIVEN THIS EMPLOYEE A LOWER EVALUATION. 
| CANNOT JUDGE THESE EVALUATIONS, 1 AM NOT SUFFICIENTLY FAMILIAR WITH THE EMPLOYEE'S PERFORMANCE. 


‘ 


OFFICIAL TITLE OF REVIEWING OFFICIAL TYPED OR PRINTED NAME AND SIGNATURE 


> LES. 
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DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT 


GENERAL +. ee 


1. POLICY 
It is Organization policy to inform employees of the effective- 
ness of their work performance. Organization policy also re- 
quires that supervisors record at least once each year their 
opinions and evaluations of the work performance of em- 
ployees under their jurisdiction. Evaluations will also be 
made whenever it is necessary or desirable to provide Organi- 
zation management with information which may be perti- 
nt to future personnel actions affecting these individuals. 
outlines policies concerning the require- 
ments for submitting initial, annual, reassignment ond special 
reports, showing the report to the employee and appeals 
procedure, The Fitness Report, Form 45, is used to record 
evaluations. However, an evaluation in memorandum form 
may be substituted for Form 45 for employees in Grades 
GS$—14 and above. ; 
2, SUBMISSION 


The Fitness Report will be submitted in duplicate to the Head 
of the Career Service concerned. The Head of the Carcer 


’ Service will retain one copy and will forward the original 


to the Office of Personnel. 


3. INITIAL REPORT 
A Fitness Report will be prepared for each employee as of 
nine months after his entrance on duty with the Organization. 
An initial report need not be made when a Fitness Report has 
already been made for some other purpose within 90 days 
prior to the due date of the initial report. 


pervisor’s evaluation of the employee before the employee 
has completed his twelve-month trial period, An initial re- 
port may be deferred for a period not to exceed 30 days be- 
yond the due date to provide the supervisor with additional 
time to evaluate an employee who has been under his jurisdic- 


tion for less than 90 days. 


4, ANNUAL REPORT 

A Fitness Report will be prepared annually for each employee, 
except when a Fitness Report hos been made for some other 
purpose within 90 days prior fo the due date of the annual 
report. An annual report may be deferred until the employee 
has been under the jurisdiction of the supervisor for 90 days. 


x * SCHEDULE FOR SUBMISSION OF ANNUAL REPORTS 


“GRADES FOR PERIOD ENDING . 


GS-1 through GS-5 7 31 March 


GS-6 through GS-8 30 June 


GS-9 through GS-11 30 September 


GS-12 and GS-13 31 December 


GS-14 and above 31 March 


5. REASSIGNMENT REPORT 
Supervisors will prepare a Fitness Report when the supervisor 
is changed by the reassignment of the employee or the super- 


16, 2 


- reassignment reports to prepare 


DUE IN OFFICE OF PERSONNEL 


FROM HEADQUARTERS FROM FIELD 


30 April: 31 May 

31 July 31 August ° 
31 October 30 Maveniber 
31 January 28 February 
-30 April 31 May 


visor. When the supervisor is reassigned and has numerous 
he needs to complete only 


Section B of the report. 
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(When Filled In) 


“TEMPLOYEE SERIAL NUMSER 


GENERAL 


ee 
(Last) (Firet) (Middle) 2. DATE OF BIRTH : 


SECTIONA 


i. NAME 


nn : 
6. OF FICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT 8 CURRENT STATION 


9. CHECK (X) TYPE OF APPOINTMENT 10. CHECK (X) TYPE OF REPORT 


CAREER-PROVISIONAL (See instructions = Section C) 


REPORTING PERIOD (From= to-) 


{2. 


11. DATE REPORT DUE IN O.P. 


PERFORMANCE EVALUATION 

quate to slightly lass than sotisfactory. A rating in this category requires 
positive remedial action. The nature of the action could range from counseling, to further training, to placing on 
probation, to reassignment or to separation, Describe action taken or proposed in Section C. 


It is entirely satisfactory and is charocterized neither by deficioncy nor 


SECTION B 


ee 
W « Weak Performance ranges from wholly ineda 


A - Adequate Performanco meets all requirements. 
. excellonce. ; 

P-Proficiont Performance ts more than satisfactory. Desired results aro being produced in a proficient manner. 
$+ Strong Performance 1s characterized by exceptional proficiency. 


O + Outstanding Performance is so exceptional in relation to requiroments of the work ond In comparison to tho performance of 
others doing similor work as to worrant special recognition. 


IC DUTIES 


SPECIF 


eh a 
List up to six of the most important specific dutics performed during tho rating period. Insert rating lotter which best describes the 
manner in which omployce porforms EACH specific duty. Consider ONLY effectiveness In performance of that duty. All omployees 


with. supervisory responsibilitios MUST be rated on their ability to supervise (indicate numbor of employees supervieed). 
RATING 


“*ECIFIC DUTY NO. } 
oe ane LETTER 


" 


RATING 


SPECIFIC DUTY NO. 2 
LETTER 


SPECIFIC DUTY NO. 3 . RATING 
LETTER 
ar : 


SPECIFIC DUTY NO. 4 RATING 
. LETTER 
° 

SPECIFIC DUTY NO. 5 RATING 
LETTER 
SPECIFIC DUTY NO & : u ‘4 = RATING 
‘ - LETTER 

t /“ 

we, ° 


OVERALL PERFORMANCE IN CURRENT POSITION 


: ~ RATING 

*-ko into account overything about the employes which influonces his effactlvonoss In his current position such as nore | CeTHER 
manca of spocifie dutics, productivity, conduct on bs oe ane pertinent porsonal traits or habits, and 

rorticular limitations or talonts. Based on your knowledge of employes’s overall performance during tho rating poriod, 

place tho letter in the rating box corrosponding to the statoment which most accuratoly rcflocts his level of performance. 
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rant position keeping in proper perspoctive thoir relationship to 


‘indiccte significant strengths or weaknesses domonstrated In cur I re! 
overall performance. State suggestions made for Improvement of work performance. Give recommandations for training. Commens _ 


on foreign languege compatence, if required for current position. Amplify or explain ratings given in Section B to provide best 
basis for dotermining future personnel action, Manner of performance of managerial or supervisory duties must be doseribed, if 
fapplicable. * aa: j : we 


Ps 


SECTION D CERTIFICATION AND COMMENTS 
1, BY EMPLOYEE 


1 CERTIFY THAT I HAVE SEEN SECTIONS A, 8, AND C OF THIS REPORT 


[DATE . SIGNATURE OF EMPLOYEE 

2. BY SUPERVISOR . 

MONTHS EMPLOYEE HAS BEEN iF THIS REPORT HAS NOT BEEN SHOWN TO EMPLOYEE, GIVE EXPLANATION 

UNDER MY SUPERVISION ; . 

s = 
> 

DATE OFFICIAL TITLE OF SUPERVISOR TYPED OR PRINTED NAME AND SIGNATURE 
3. ; BY REVIEWING OFFICIAL 


COMMENTS OF REVIEWING OFFICIAL 


[AL TITLE OF REVIEWING OF FICIAL TYPED OR PRINTED NAME ANO SIGNATURE 
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DATE 
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Appendix G 


Documents on Review of Fitness Report System 
Memorandum for the Record, 17 February 1969 
Memorandum for Executive Director-Comptroller, 22 November 1968 


Tab A pp /P Proposal for Revised Fitness Reporting System 


Tab B - Comments of the Deputy Directors and the Inspector 
General 


Tab C - The DD/I Counter Proposal 
Tab D - Professional Manpower Committee Ratings. 
Tab E ~ Rating Distribution by Career Service 


Tab F - Fitness Report Form and Instructions 
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47 FEB 1963 


MEMORANIUM FOR THE RECORD 


SUBJECT: Meeting with Executive Director-Comptroller on 13 February 1969 


1. Present were Messrs. Karamessines, Duckett, Bannerman, Proctor, 
Houston, Stewart, and the undersigned. 


2. The subject of review was the Agency's Fitness Report system--a 
proposal. by the Deputy Director for Plans, comments about that proposal by 
the other Deputy Directors, and a memorandum by the Director of Personnel 
reviewing and commenting on the total package. At the request of Colonel 
White, I briefly reviewed the essential items for discussion as reflected in 
my 22 Novenber memorandum, i.e.,’ that the substance of most of the proposals 
could be accomplished by command within the authorities resting with the 
Deputies, that we proposed a redefinition of "Adequate," and that the Deputy 
Director for Intelligence's proposal for evaluation of potential be deferred 
for consideration within the succession proposal presented at the last meeting. © 


3. It was soon apparent that there was general consensus that the two 
Lowest terms , "Adequate" and "Weak," should. be renamed and redefined with 
"Marginal" replacing "Adequate" and "Unsatisfactory" replacing "Weak." The 
second proposal of our paper, discussed in paragraph 7b, was endorsed--par- 
ticularly that_ the - reviewing officer “must, ‘make a ‘positive comment and that 
a mere signature ‘would not be “acceptable. ‘It was agreed that formal instruc- 
tion on fitness reporting should be made a part of the Agency supervisory 
training courses, and Mr. Proctor urged, with the support of the others, that 
the training include what is really expected of a supervisor or rating offi- 
cer: frankness, forthrightness, objectivity, etc. 


4, Ina memorandum to the Director of Personnel dated 6 February, the 
Inspector General had proposed consideration of a procedure by which all 
Fitness Reports more than five years of age would be removed from the offi- 
cial Personnel File, though retained by the Office of Personnel, in order to 
free employees of the burden of the occasional poor report vhich dogs their 
footsteps forever thereafter. There was considerable exchange and unresolved 
‘differences of point of view; alternative proposals were offered. Mr.Duckett 
proposed, and it was agreed, that any weakness noted in a prior year's Fitness 


Report mast be “commented. on. anu ‘the the subsequent 1 Fitness Report. 
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6. The Office of Personnel is charged with the preparation of a staff 


paper proposing: “the” Various: “changes in terms, definitions, standards and 


procédures. “That paper will be circulated among those “present and ‘when 


cleared will be offered for publication. 


7. At the request of Mr. Karamessines, the handling of the meeting 
with the college editors on Friday, 14 February was discussed and agreed 
upone 


Robert §. Wattles 
Director of Personnel 
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MEMORANDUM FOR: Executive Director-Comptroller 
AL 
THROUGH (dete Director for Support '.2° 4. 0°" 


« 
SUBJECT {proposed Revised Fitness Reporting System 


recommendations are contained in paragraph 7. 


\ y eT ee j a ; i ee od 
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REFERENCES : (a) Memo dtd 20 June 68 fr DD/S to D/Pers; same subj 


(b) Memo dtd 13 Mar 68 fr D/Pers to Ex Dir-Compt; same 
subj 


1. This memorandum submits recommendations for your approval; these 


2, Comments have now been received from all the Deputies and the 


Inspector General on the Deputy Director for Plans' proposal (Tab A) to 
revise the Fitness Report System. Summarized at Tab B, these comments 
show a definite reaction against the proposed changes with particularly 
strong objections registered against the change to a threexgrade scale 
(outstanding, Satisfactory, and Unsatisfactory), instead of the present 
fiveegrade scale for rating overall performance. The Deputy Director 
for Intelligence has submitted a counter proposal (Tab C) to divide the 
Fitness Report into two parts, leaving the present report essentially 
unchanged as a performance rating report with the second part containing 
an appraisal of those factors necessary for career management such as 
potential, intellectual and social talents, creativity and the like. 
This portion would not be shown to the individual. 


3. My conelusion is that most of the changes to our Fitness Report 


System proposed by the DD/P are desirable except for the proposed change 
in rating scale, and with this exception, can be accomplished within the 


present format. I would_reject the proposed change to the rating scale 


for a number of reasons. 


a. The Agency's need is for more rather than fewer quality 
groupings. The difficulties at the career ‘poard level in ranking 
people is one example of this need. 


b. The Professional Manpower Committee used a seven-point 
seale in evaluating approximately 1,700 young professionals in 
their study. Evidently they felt the need for more rather than 
fewer grading levels and the results are rather interesting as 
ean be seen at Tab D. The Committee achieved a more desirable and 
useful distribution eurve and one which drastically reduced the 
clustering of people at the "Strong" level. 

ee cae 
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ce. The vote of the other Deputies and the Inspector General 
is overwhelmingly against this change to the present five-point 
scale. 


h, Other recommendations should be implemented and can be accom- 
plished witH @ present system. 
a a een ee Te eT 


a. It would be very desirable to improve the role of the 
reviewing officer, as suggested in the Dp/P proposal. The reviewing 
official might be required to include a brief evaluation of perform 
ance, potential, and future utilization. He can play a stronger 
part in resolving critical differences of opinion between the indi- 
vidual and the rater and between the rater and himself, particularly 
if the ratings are adversely critical. The ranking by the reviewing 
official as suggested in the pp/P proposal might be more difficult 
particularly in cases where the reviewing official has a Limited 
number of people in a given grade. 


bu The pp/P ‘proposal that there be a performance consultation 
at least once a year as a separate transaction with certification 
that such a consultation has been held would seem to be an in-house 
practice which could be instituted by the Deputies within current 
Agency policy if they cared to do so. 


ec, The proposal to combine the revised rating scale with a 
descriptive rating of duties need not stand or fall on the adoption 
of the revised rating scale. My thought here is that the DD/P 
could adopt this recommendation on the basis of the present rating 
scale as an "insehouse” requirement. 


5. While the proposal for follow-up action on an overall rating of 
"Unsatisfactory" is no different to the present instructions for the 
rating of "Weak," the low usage rate in the present system for both the 
"Adequate" and "Weak" ratings reflects more on our supervisory practices 
than on the format. (Tab E) Nevertheless, the DD/P has a point to make 
when he says in his recommendation for a three-point scale that, "we , 
would no longer have to struggle with the meaning of the marginal ‘Adequate’ 
in connection with initiating an adverse action." Furthermore, he is 
absolutely correct in stating that the present rating of Adequate does 
not provide a definable or defensible basis for taking adverse action; 
the definition of Adequate being, "performance meets all requirements. 
It is entirely satisfactory and is characterized neither by deficiency 
nor excellence." (Tab F) It seems to me that our scale is at fault in 
that it drops off too abruptly from Adequate which is an entirely 
satisfactory rating to Weak which is an unsatisfactory rating. I would 
propose to meet this valid eriticism by redefining the Adequate rating 
to provide a better gradation in our present five-point scale even 
though this action may have some “after the fact" implications. 


3 GOO se 
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6. The proposal to recognize an "Outstanding" rating in a positive 
manner by @ Merit Award or Quality Step Increase, when combined with the 
proposed three-point scale, would accentuate the clustering of ratings to 
an even greater degree than at present with the result that just about 
everybody would be graded in the middle satisfactory grouping. However, 
the concept has merit with the present scale if left on a discretionary 
basis. 


7. In summary, it appears to me that the Dp/P proposal makes two 
solid points; namely, the indefinite role of the reviewing official and 
the deficiency of the gradations in the low end of the scale. I believe 
that the improvements that the DD/P seeks can be accomplished within the 
present format of our Fitness Report System without losing the continuity 
and understanding we now enjoy. Accordingly, it is proposed: 


a 
(ee The present five-point rating scale be continued but that 
the rating of Adequate be redefined as follows, 


"Performance meets most requirements. It is characterized 
neither by serious deficiency G#, excellence." 
o& 

be. The role of the reviewing official be clarified by a 
change to the present Instructions whereby he would be responsible 
for narrative comment on potential and utilization and would be 
expected to comment on the liberality or the strictness of the 
rater where possible; and by a change to our Regulations by which 
the reviewing official would be responsible for resolving critical 
differences of opinion between the individual and the rater, 
particularly if the ratings are adversely critical. 


ce. That a formal period of instruction on Fitness Report 
responsibilities be made part of the supervision and management 
courses to the end that the fitness report serve the management 
reporting as well as the employee relations function. 


ad. That the DD/I proposal for a two-part report be deferred 
for the moment until the full implications of the study on Managing 
the Succession Problem be realized, since this study includes a 
similar proposal. 


Y Robe . Wa es 
Director of Personnel 


Atts 
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The recommendations contained in paragraph 7 are approved. 


L. K. White Date 
Executive Director=Comptroller 
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S-E-C-R-E-T 
Proposal fora Revised Fitness Reporting System 


1. Ba ckg round: 


a. During the last twenty. years the Agency, the Federal Government, . 

and private industry have experimented with a great number of Fitness 

Report Forms and Systems. Much effort has been expended in analyzing 
the results achieved by existing systems, and attempting to correct weak- 
i nesses through the development of "improved" systems and procedures. 
‘ ; Few tangible improvements have been realized, but there is a general , ae 
and almost universal conclusion that Fitness Reporting must be continued 
for personnel management purposes, even though a truly satisfactory 
a i system has not emerged. 


St b. Within the Agency, Fitness Reports have been used to rate 
employee performance, personal traits, and potential by the use of; g iactg 
(a) Adjective or numerical ratings, and (b) narrative evaluatory statements. = «.. 
. General agreement exists that evaluatory statements have been more CP ih 
Ho significant and have served better than adjective or numerical ratings in 
providing a picture of the individual and his manner of performance. 


. 2. Evaluation of Current Fitness Reporting System: cee 


a. Adjective Ratings: The current system uses five adjective ratings: 
Weak, Adequate, Proficient, Strong, and Outstanding, to appraise the. 
performance of specific duties and overall performance. In practice, 
however, only three of the ratings are generally used: Proficient, Strong | 
and Outstanding. The trend has been to use more of the higher ratings 
each year. 


hia a tela Sc ae casi Caemcc teainas ete Swans Ss 


CS Career Service Fitness Reporting of Overall Performance. 


5-9, 10, 1 C1G-12013 . OSa14 & Above 
: 
_ 1962, 1967, | 1962 1967 1967 
ae Weak 1% 0.1% 0.4% 0.1% 0.1% 
een Adequate 7% 2.0% 4.7%  - 0.5% .- 0.6% 
ae Proficient | 45% 23.0% 35.5% 18. 7% ~ 948% . 
tL: Strong 42% 69.0% 55.9% - 716.1% oe 718% 
ae Outstanding 5% 6.0% 3.5% 4.6% + 17.7% 
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The foregoing indicates the increasing upward trend in the use of high 
ratings and the loss of significance of the fiva rating scale. Almost 90% 
of our GS-14 and above personnel are rated as performing above average 


(Proficient). At the sare time, Adequate and Weak ratings have tended 


not only to fall into disuse but also to become substantially indistinguishable, | 


In practice, a rating of "Adequate" docs not provide a definable or 
defensible basis for taking adverse actions. 


b, tive Ratings: The current Fitness Reporting system provides 
a narrative evaluation of total performance. Many raters provide a 
descriptive and meaningful evaluation which is useZul for personnel manage- 
ment purposes; other narrative evaluations consist of woneralizations.and 
platitudes and do not evaluate in specific terms characteristics of the 
individual or his performance. Improved guidelines to structure tho 
narrative contuat of the avaluaiion should provide more useful and consistent 
reports. 


3. Suge: sted Revi gion of the Fitness Reporting System and Fitness Report 


. 


a. Characteristics 
(1). Ratine Scale: 


Unsatisfactory: Less than satisfactory performance. Doos 
got meet performance requirements for the duty or the 
position . 


Satisfactory: Performance is characterized by a 


in meeting duty and job require ements. 


Outstanding: Performance is so exceptional in relation to 
requirements of the work and in comparison to performance. . 


of others doing similar work as to warrant special recoynition. 


(2). Rating of Snecific Duties: It is belicved that only significant 
duties should be recorded and rated. We propose to combine 
the revised rating scale with a descriptive rating of cach duty 
in order to provide a more useful evaluation, 


127 - 
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(3). Rating of Overall Performance: In making the overall 
performance rating, the rater will consider all factors 
affecting performance, including personal traits, skills, 
conduct, and any limitations which may apply. He will: 
include a narrative evaluation to explain the basis for 
the rating and to give a general picture of where the 
individual stands in relation to others rated in the same 
group. In addition, the rater will comment on potential, 
suggest assignments and training needs, and outline 
personal traits of significance. 


(4). Evaluation by Reviewing Official; The Reviewing Officer 
will include a brief evaluation of performance, potential 
and future utilization of the individual rated. Whenever 
possible, he should indicate the relative ranking of the 
individual with others in the same grade and type of work, 
The reviewing officer will be responsible for assuring that 
the raters under his supervision adhere to realistic 
standards and undertake and follow through on necessary 
corrective actions. The reviewing official will be respon- 
sible also for resolving any critical differences of opinion 

between the individual and the rater, particularly if the 
ratings are adversely critical. If major differences cannot 
be adequately resolved by the component, they will be 
referred through command channels to the Career Service 
concerned for review, 


b. Action Required on the Basis of Fitness Report Ratin 18! 


Unsatisfactory Rating: A rating of unsatisfactory on any duty 
will require positive action to train or assist the individual to 
improve his performance of the work or will result in his 
assignment to other work. An overall rating of unsatisfactory. 
will require corrective action without delay such as warning 
or probation, reassignment or special training. In extreme 
cases, Separation may follow. 


Outstanding Rating: A rating of outstanding on overall performance 


should be followed by special recognition as appropriate, in- 
cluding commendation, merit award, ‘recommendation for 
. promotion or quality step increase, or consideration for reassign- 
ment to more responsible work, 
- 128 - 
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: '¢, Performance Consultation: At least once a year, the 
= . supervisor will have a performance consultation with the 
employee being rated. This consultation may take place 
at the time the Fitness Report is being prepared or at 


i se some previous time as circumstances warrant. When an 
. employee is given an unsatisfactory rating, a report of 
wis the performance consultation will be mada and forwarded 
-— as an "Eyes Only" memorandum through normal command 


channels to the Secretary of the Career Service Board 7 
= ! concerned. Such a performance consultation report in no fs 
= way relieves the supervisor from commenting on an 

employee's failings or weaknesses in the regular Fitness 
. Report. . The certification that a performance consultation 
has been held on a specific date will appear on the Fitness 


Report form and will be signed by the supervisor. 
‘ : : v 
7 a 4, Summary of Advantages of Proposed Fitness Report System: 
ae: a. Each adjective rating will be more meaningful when combined 
_ ; with the narrative description or explanation. <A descriptive 
- , rating of each element of performance (duties) as well as 
ae overall performance will be obtained. This emphasis on 
le narrative evaluation will provide more useful information 


for personnel management purposes. 


tl b. Two of the three ratings, Unsatisfactory and Outstanding, will 

= require that special action follows. We will not have to 
struggle with the meaning of the marginal "adequate". rating 

in connection with initiating an adverse action. 4 


: -¢.’ The Report of Performance Consultation will be useful to 
; supplement the Fitness Report when an unsatisfactory rating 
_ is involved to provide evaluatory material pertinent to the 

: corrective action being recommended, ay 


— d. The tendency to rate ait individuals "above average" will 
be minimized. 
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e. The stronger role of the reviewing officer in achieving 
realistic and meaningful reports and in resolving differences 
between the individual and the rater will improve reporting 


and morale. 


5, Revised Fitness Report Forms: Samples of the proposed revised Fitness 
Report Form are attached. 
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(When Filled In) 


EMPLOYEE SERIAL NUMBER 


FITNESS REPORT 


SECTION A GENERAL 


ada — iy as ee ere. Sg 
6. OFFICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT |8. CURRENT STATION 


® CHECK (X) TYPE OF APPOINTMENT 10. CHECK (xX) TYPE OF REPORT 


ae CAREER*PROVISIONAL (See Instructions © Section c) | P—Tannuanid:COC=dR ASSIGNMENT EmPLOVEE | 
sreciau Gpecily) A 
‘eo aia a Calne 
SECTION B ____ PERFORMANCE EVALUATION 
re EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES 


LIST IN ORDER OF IMPORTANCE NOT MORE THAN THE FOUR MOST SIGNIFICANT OUTIES PERFORMED DURING THE RATING PERIOD. RATE 
PROFICIENCY OF PERFORMANCE OF EACIt DUTY BY ASSIGNING THE SYMBOL APPROPRIATE FOR THE ADJECTIVE RATING ANO DESCRIBING 
IN NARRATIVE FORM THE MANNER IN WICH THE OLTY WAS PERFORMED, 


U = UNSATISFACTORY S = SATISFACTORY , O = OUTSTANDING : 


SPECIFIC DUTIES NARRATIVE COMMENT RAT IEG 


ae: 


2 OVERALL PERFORMANCE IN CURRENT POSITION BAT ING: 
TAKE INTO ACCOUNT EVERYTHING ASOUT THE EMPLOYEE WHICH INFLUENCES HIS EFFECTIVENESS SUCH AS PERFCRMANCE OF SPCCIF IC 
i IES 5 ERCOUCHISLIN CONDUCT ON JOB, COOPERATIVENESS, PERTINENT PERSONAL TRAITS OR HABITS AND PARTICULAR LIMITATIONS 
ny 


» 


‘ i 
' e 


jaw eel A a of ARI va 
4 snhbbeve mene emt innrereronetintor a Nant mee a a eRe 


oka Approved For Release 200 106/01 : CIA-RDP90- 00708RO 0200100001 “6 


PDN ke ew 


1 paeen 8 thee, Fay aa an es = (astn TyeLmo ted 
ge8 = 


NARUATIVE CO ots. ON: OVERALL PURFORMANCE 


pase 
Perera ee a 


t if wkesbad 
| 2 WbiuE Fat Sein, OF of HE seh 
i Y & y vats An Ane USTLI 7 Ti “8 Ov 4 ee . 
i ‘ < 4 Ee 7 owt oi — * athe re on = a 
_ rat ae: iL CLDACEY, DRERGY, SHILL, PIIONALISY AND Dees Ge 


’ dou qvepeerer ntereereee conte ood wee soa! 

: } | i 
a i | 

H i 
A ; 

: id 
i$ i : 
ie ay 
[3 a 
Ioss : s 2 
m4 
li ‘ in 
ir eB 
Le i 
|| : 
i i 

| : 


ea a 
H ! : i 
i “y i ‘ 
ib Ue t iy 
ane i 
7 
; a Ry Os dit 
i an i yi = 
| : ; 2 — - aN y 1 -7\ ane :# 
ee SECTION C CERTIFICATION AND COMMENTS ee) 
bhi ae > View oe, ; BY EMPLOYEE i 
$ ‘ en | TRUE eT Sa ; 
| tea : 1 CERTIFY THAT) HAVE SEEN SECTIONS A, B, AND C OF THIS REFORT 


nnn 

Pi ee sarare TIVE Sen sEeTIONS 0 6 IO COR FERRER 

4 PDAS ; SIGNATURE OF EMPLOYEE j eS 
ee 


2 mY SUPERVISOR 


| ; Mon tits UNDER ie ip A : 
: i ' | MY SUMER VISION CONSUL, : 
a ees 
i 1 eee eee 
ee i [or “ 
eee fe? A 
-. ot | 
7 i op eked 
iit BY REVIEWUNG OFFICIAL 
ii i 
a ee 
{ > = | : ‘ ! 
ee 4 | 
nm | \ 4 
| aa i | { 
: 
nee 
1 : 


ee rn ne a nt nr rer a ae crt 


bans ete eet ie eeemamet ete oe 


ve 
; t : : 
=| 4 : a . — 7 : 
‘ jee OFPIGIAL TITLE OF REVIEWING OFFICIAL TYPED OR PHINTED NAMC AND SIGNATURE : 
_: : | aie 
ieee —— saan ann 
epee ce ‘ : 
ee i Le nari 2 t i i 
5 ay * « a : : 6 4 i ' 
pacts : . , : d a0 : 
fms SKEnoy Beto id an Rush enka! ec fwrne : 35 ; wo SRR oe 


Sc ile Approved-ForRetease-2000/06/01 = CIA-RDP90-00708R000200100001-6 
| ~ 13h 


Approved For Release 2000/06/01 : CIA-RDP90- 00708R000200100001 GAB . 


SeOET 


Rika 


Comments of the Deputy Directors and the Inspector General 


Recommendation: 


Comments: 


Inspector Gen: 


That a three-point scale (Outstanding, Satisfactory, and 
Unsatisfactory) instead of the present five-point scale 


(outstanding, Superior, Proficient, Adequate, Weak. ) 


"Rather than eliminate what could be useful distinctions, 
I would prefer to see greater adherence to the philosophy 
and directions on the present rating system as expressed 


in the Fitness Report Guide.” 


"T see no significant result accruing from the reduction 
of the present five-point adjectival scale of the Fitness 
Report to three. Indeed, one might ask why not reduce it 
to two. I would anticipate that a three-point scale would 
simply result in the addition of pluses and minuses and, 
therefore, to a proliferation of categories beyond the 


five which now are used.” 


"T would be particularly sorry to see the three level rating 


scale introduced. The sorting out of the middle group, 
which is now accomplished by dividing them between the 
Strong and the Proficient, seems to me to be an entirely 


worthwhile exercise." 


195s 
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Recommendation: 


Comments : 


Inspector Gens 
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That the reviewing officer include a prief evaluation of 
performance potential and future utilization of the indi-~ 
vidual indicating relative rankings whenever possible and 
resolving any critical differences of opinion between the 
individual and the rater, particularly if the ratings are 


adversely critical. 


"Dp/P's proposal to increase the role of the reviewing 
official has two parts. I coneur with the part which 
deals with resolving critical differences of opinion 
between the individual and the rater with further recourse 
to the Career Service. I do not, however, concur with the 
proposal that the reviewer ‘indicate the relative ranking 
of the individual with others in the same grade and type 
of work.' I believe that such ranking should be the task 
of the Career Service Board concerned rather than a single 
reviewing official with so much more limited basis for 


comparison." 


"The reviewing officer should make a basic evaluation of 
the rating officer (if able by previous association). For 
example, 'I have known the rater for several years and, 
while an excellent rating officer, he tends to rate all 


subordinates a little high (low, etc.).” 
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Recommendation: 


Comments: 


po/ts 


Inspector Gen: 
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That there be a performance consultation at least once 
a year as a separate transaction with certification 
that such a consultation has been held on a specific 


date to appear on a Fitness Report Form. 


"The need to formalize a requirement that a supervisor 
consult with his subordinate about performance annually 
appears to be a sad commentary on the Agency's super- 
visory skills. Consultation should be a continuous 
process; no supervisor should save up his eriticism and 
guidance over a year's period for presentation to his 
subordinate at the time of an annual Fitness Report or 
mandatory performance consultation. Although the topic 
of employee supervision is more fundamental than the 
Fitness Report, it appears that we have been attempting 
to overcome the shortcomings of supervision by improve- 


ments in the Fitness Report form itself." 


"Tf, as a part of this system, employee consultation is 
performed, then it should be recorded on the Fitness 


Report form." 
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Recommendation: 


Comments: 


po/ts 


DD/S&L: 


Inspector Gen; 


To combine the revised rating scale with a descriptive 
rating of each duty in order to make the adjective 


rating more meaningful. 


"T doubt that this proposal will be any more successful 
than our present system in providing more useful infor- 


mation for personnel management purposes." 


"T would hesitate to lengthen the time of preparation by 
combining the adjective rating of each duty with a 


narrative." 


"tere should be no more than two ‘specific duty' boxes. 
The employee should be rated on his assigned duty and 


secondary 'principal' assignments. Beyond that, again, 


miscellaneous functions could be covered in the narrative." 
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That follow-up action on unsatisfactory ratings include a 
warning or probation on an overall rating of unsatisfactory 
and conversely an outstanding rating be recognized in 4 


specific way such as Merit Award or Quality Increase. 


"We need a technique which combines to facilitate the 
expression of dissatisfaction with corrective action. 

An example might be the tying of required action to use 

of the ‘adequate’ category. To my thinking an employee 
performing at the 'adequate' level should be easily re- 
placeable with resulting improvement. t would favor the 
idea that a rating of ‘adequate’ mean the start of a pro- 
pationary year in which improvement is necessary if the 
individual is to continue in that job. Then if the 
‘adequate' rating is repeated at the end of the next 
reporting period...the individual would be shifted to 
another position...or if the individual did not wish to 
shift, it would be understood that he could remain but 
with a reduction in grade. I would not argue the semantics 
of using ‘adequate’ for this action category, but I do feel 
that some such category be used which is higher on the scale 
than 'weak' and yet indicates that the organization does not 
intend to continue the individual indefinitely on such a 
marginal basis at his present pay scale. The value of such 
a scheme lies in the automaticity of eventual action on the 
specific problem combined with the postponement of action 


pending mutual efforts of both the rated individual and his 
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General Comments: 


og 


D/I: "In sum, I do not believe that the DDP proposal for 
changing the Fitness Report is likely to provide 
significantly better management information than the 
present system. The problem, however, is much more 
fundamental than one of Fitness Reports; it is the 
problem of having supervisors fulfilling their responsi- 
bilities on a continuing basis. Trying to force a 
solution to this problem through changes in the Fitness 
Report form is attacking the symptom rather than the 
basic cause.” 

DpD/S&f: “We have spent much time in recent months discussing 
many aspects of Agency personnel management. Judging 
by these discussions a key problem is how to keep 
raising the caliber of the Agency's personnel assets. 
Raising the caliber means weeding out those individuals 
who are not performing at a proficient level or placing 
them in positions where they will perform proficiently. 
T do not think that the format of the fitness report is. 
the correct focal point for an attack against this problem. 
Indeed, I find no fault with the format itself...I find 
that shortcomings in the fitness report system stem from 
the process of rating rather than the format of the report." 

Inspector Gen: "For my part I am against change simply because I believe 

it is easier to read a file in which fitness reports over 

the years follow the same format. I recognize the points 


made by the DDP as having considerable validity; however, 


Approved For Reldagé00tibéi0 f° CiA-REPIUUE7UBRGOD AO TOUUO TS: ** 


Cann - 140 - 
made." SECRET 


a aa 
Approved For Release 2000/0604 Le k-RDP90-00708R000200100001-6 


DD/S 69-0570 
07 FEB 1969 


MEMORANDUM FOR: Director of Personnel 


SUBJECT : Proposal for a Revised Fitness Reporting System 


1. In reviewing the proposal of the Deputy Director for Plans to make 
changes in the Agency Fitness Report (Form 45), I believe the proposal in essence 
calls for: 


a. <A reduction in the number of rating categories from five 
to three, 


b, A narrative evaluation of each specific duty listed in 
Section B of the present form. 


c, A narrative evaluation of overall performance by the rater, 


d. A narrative evaluation by the reviewing officer, and 
increased supervision by the reviewing officer of rating officers 
under his immediate supervision, 


e, Annual consultation with the employee. 
2. I would like to comment on each of these points. 


a. The fact that the lower two (Adequate, " "Weak") of the 
present five rating categories are not being used to the extent that 
the DD/P apparently feels they should be will not riecessarily be 
corrected by reducing the categories to three ~= "Unsatisfactory, " 
"Satisfactory" and "Outstanding." The same factors that now result 
in supervisors rarely rating employees "Adequate" or "Weak" will 
pertain to "Unsatisfactory." Supervisors lacking the ability to 
distinguish between journeyman job performance and inadequate 
performance, or lacking the intestinal fortitude to sit down and 
tell an unsatisfactory employee the facts of his performance, will 
not acquire the ability to properly rate employees merely by changing 
the designation of rating categories. As a generalization supervisors 
hope to have the respect and liking of their fellow workers and to 
tell an employee that he doesn't measure up is found to be a very 
distasteful experience, 
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The cure for the above must rest in training of supervisors, 
and command insistance and supervision to insure that fair ratings 
are given all employees by rating officials. Improper ratings are 
not only unfair to the unsatisfactory employee when his poor performance 
is not pointed out, but the strong performer is similarly downgraded 
by a supervisor who fails to distinguish adequately between strong and 
satisfactory performance, 


b. The present Fitness Report form allows adequate space for 
comments on performance of duty, either specific duties or overall 
performance, and requests such comments in Section C. Ifa particular 
Component/Career Service should wish to have more specific comments, 
we see no reason why a command directive for more specific comments 
could not be fully satisfied on the present Fitness Report form. 


c. The DD/P is seeking a more positive rating of overall performance; 
this objective is compatible with the present form. Again, a command 
directive for comments on specific traits or potential can be considered 
the prerogative of component chiefs or heads of Career Services. Most 
of the changes suggested involve matters that are already covered by 
many rating officers throughout the Agency when completing Section CG 
of the present form, 


d. All of the points suggested by the DD/P with respect to the 
evaluation by reviewing officials can be accommodated on the present 
Fitness Report form or by command supervision; the real problem may 
be as to how much personal knowledge the reviewing officer has of the 
ratee, Certainly one of our areas of difficulty with all Fitness Report 
forms that the Agency has used has been the failure of raters to adhere 
to realistic standards so that ratings given by different rating officers _ 
may be realistically compared. This brings up the old problem of 
"rating the raters;" some supervisors are by nature "tougher" than 
others. Command monitoring of Fitness Reports may yet be able to 
correct the more obvious cases of abnormal rating standards. 


e. The proposal for an annual consultation between supervisor 
and employee is, in my opinion, a necessary and integral aspect of 
supervision. While I believe that many supervisors do hold such 
consultations at the time that the Fitness Report is shown to the employee, 
I see no difficulty in adopting a more positive and definitive policy in 


- this respect. I agree that the fact of such consultation should be recorded, 
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3. Fitness Reports remain a source of continued complaint throughout 
Government, and their proposed revisions provide steady employment for personnel 
technicians and psychologists, The Agency has also shared in this revision 
exercise. The present form has been in use for some nine years, and it has 
taken us all of those nine years to indoctrinate personnel ~~ those rated and the 
raters -~ in its use, Ido not believe that the proposed revisions are such that 
a new form, and several years of becoming used to it, are required. I would 
suggest as an alternative the continued use of the present Fitness Report form, 
with specific command guidance within each Career Service, if necessary, as to 
special requirements which are to be fulfilled by rating and reviewing officials. 
It goes without saying that improvement in rating objectivity and candor must be 
continuing goals throughout the chain of command, Where agreement exists as to 
specific instructions that should be altered or added, I would further recommend 
that these changes be made in the "Directions for Completing Form 45, Fitness 


Report." 


25X1A 


. L, bannerm 
Deputy Director 
for Support 
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The DD/I Counter Proposal 


"It seems to me that the primary purpose of providing management infor- 
mation often can be in conflict with the objective of informing the 
individual. Frequently, this conflict is resolved by the supervisor 
writing a bland, uncritical Fitness Report. Most of us who review 
personnel folders have learned to recognize this and form judgments 

about performance not so much from what is stated explicitly but more 

from what is implied by contrived language or from what is omitted from 
the Report. These considerations lead me to the conclusion that the 
basic problem with the current Fitness Report System will not be remedied 
by the DD/P proposal. What is ngedee is some means of providing management 
with the 'realistic,' 'meaningful,' 'thoughtful, unbiased assessment' called 
for in the Fitness Report Guide. I do not believe we can rely on super- 
visors to provide such an evaluation if it must be en to the employee. 
This leads to the suggestion that we should have two separate but con- 
sistent reports on each individual. The report shown to the employee 
would emphasize aspects directly related to performance in his current 
position; the other for management would cover the broader range of topics 
listed in the Guide--'his strengths and weaknesses, his training and | 
development needs, his imagination and creative abilities, his supervisory 
skills, his writing and language facilities, his intellectual and social 
talents, and...other qualities, traits, and personal circumstances we 

need for proper management of his career.’ As a result of this review, 


I recommend that we consider the following course of action: 
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a. The Office of Personnel draft a two-part 'Fitness' Report 
and associated guidance for our consideration. 

b. Hither the Inspector General or the Offices of Personnel and 
Training study the problem of first-and second-line supervision, report 
to us on the major deficiencies in the supervisor-subordinate relation- 
ship, and recommend actions and training necessary to remedy these 
deficiencies. 

c. In the interim, the present Fitness Report System not be 
changed in any fundamental way except strengthen the role of the 
reviewing official. Executive action should be taken at all levels 


to foster greater adherence to the philosophy and directions expressed 


‘ne 25X1A 


= 145-5 
Approved For Release eS O REE oe 
Pik 


wee nde See tet 


‘Approved For F Reléase 2000/06/0 "ttt -RDP90- 00708R000200100001 st A B- 01 


a 
ae . ' PROFESSIONAL MANPOWER , COMMITTEE 
or 
ae RATINGS OF OVER-ALL PERFORMANCE OF JUNIOR PROFESSIONAL ORICERS 
; | | WHO ENTERED ON DUTY AT GRADES 66-07 Eo 
a 
: DURING FISCAL YEARS 1963-1967 
ae (Based on Evaluations Made by Immediate Supervisors ) | 
oe DDI pDP DDS Dpset — : 
= | —_— —_ —_— —_ |: 
' Number of Junior Officers Rated ee 25X9 |: 
bes, ‘el iat 
| \ : ; |. 
, ae ; : c 
ae ee A. OUTSTANDING 3.1m 015% 586 A 
i i Pech : ; ; : : 
[eas | bs ‘B. Between OUTSTANDING and i 
a ao STRONG 15.4% 10.3% 13.7% 17.26 ! 
ane C. STRONG 34.8% 33.1% 42.3% 35.5% 
a ; ' 
eee -D. Between STRONG and 
oe A "PROFICIENT . 26.2% 29.3% 22.7% 27.0% 
e . E. PROFICIENT 16.6% 20.6% 1h.4e 14.3% 
7 : F. ADEQUATE 3.7% 5.0% 0.76 1.0% 7. | 
dees | 
oo me | G. WEAK ‘4 0.2% 0.022% 0.3% 0.06 | 
2b 7 of ? . : 
oe | 100.0% 98.36" 99.9%" 100.0% | 
eee Ly 
bed 7 ! 
oie } % ghortfall due to Rounding of Figures. | 
aa aot Y | 1 
eo | | ! 
eee: | 
mb | 
ae 
Ase) 
=o. . ~U6- = 
ae SET : 
ete, he oe 


_ Sol. Approved shies eae : CIA-RDP90-00708R000200T00001-6" 


: oo Pare: ee tes Se cs ne : 
_____ Approved’ For RéléaSe 2000/06/01 : CIA-RDP90-00708R000200100001-6 “| AB & 
; ‘ i . " - ; Parte eae enanie pln mts 7 


pablo aaltethn ane 


aoanen ra snsancmicannanot Tear ig, 


! alms a % ¢ : . oe « vee mesaeee crmeceg seta tema iam cg TRE ; 2 
or et ae See ee . eas 
; Be fn ies et te i . 2, a ee ‘ 
| 
i ' 


7 Rating Distribution by Career Benvece 


eRe we me ot ete em mm 


tte % ¢ ‘Outstanding Strong Proficient, Adequate Week 


ee ee ee 


| | , 26x9 DDS Group 10h «635% © 21.8% | 1.6% O.1f 


oe ' ppT Group 


; - - ij | an 9 : 27.8 Lei” 0.1% 
om ne a .28X9 ios a aly ? et; i? = 


a mass ed 25X9 DOSS ao a oe 60.4%: . 28.7% 1.6% 0.06 


op/PRS 4/68 


= * . 


l Srcro} . , : freno) , gy a an a (rene) 


-— oa 


tee : ant, 
veel : tera’ 


ist Approved For Release 2000/06/01 : CIA-RDP90-00708R000200100001-6 


e TAB EL 


|. “ Approved For Release 2000/06/9 $EGRATRDP90-00708R000200100001-6 


ee EMPLOYEE SERIAL NUMBER 
| FITNESS REPORT 


i. TION A GENERAL 
; _ ee sii a mana ee eee os 
6. OF FICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT |8. CURRENT STATION 
3 
| : i 


" 19, CHECK (X) TYPE OF APPOINTMENT 10. CHECK (X) TYPE OF REPORT 


—| ‘CAREER ee RESERVE || TEMPORARY = INITIAL | ss | REASSIGNMENT SUPERVISOR 
|| CAREER*PROVISIONAL (See inetructions - Section C) ae ANNUAL | [REASSIGNMENT EMPLOYEE 


SPECIAL (Specify): 


; SPECIAL (Spocify): 


| 11. DATE REPORT DUE IN O.P, 12. REPORTING PERIOD (From- to-) 
SECTION B PERFORMANCE EVALUATION 
- We Weak Performance ranges from wholly inadequate to slightly less than satisfactory. A rating in this category requires 


positive remedial action. The nature of the action could range from counseling, to further training, to placing on 
probation, to reassignment or to separation, Describe action taken or proposed in Section C. 


| i: A - Adequate Performance meets all requirements. {It is entirely satisfactory and is characterized neither by deficiency nor 
4 excellence. : 


7 P - Proficient Performance is more than satisfactory. Desired results are being produced ina proficient manner. 
t 


§ - Strong Performance ts characterized by exceptional proficiency. 


O - Outstanding Performance is so exceptional in relation to requirements of the work and in comparison to the performance of 
1 others doing similar work as to warrant special recognition. 


- SPECIFIC DUTIES 


List up to six of the most important specific duties performed during the rating period. Insert rating letter which best describes the 
manner in which employee performs EACH specific duty. Consider ONLY effectiveness in performance of that duty. All employees 
‘with supervisory responsibilities MUST be rated on their ability to supervise (indicate number of employees supervised). 


[srecirre DUTY NO. 1 RATING 

| ager LETTER 

| 

: SPECIFIC DUTY NO. 2 RATING 
LETTER 


RATING 


SPECIFIC DUTY NO. 3 
non LETTER 


GeECRCoUTAGa RAT 
SPECIFIC DUTY NO. . LETTER 


| sian DUTY NO. & ceeeee 
‘reer DUTY NO. 6 RATING 
. LETTER 

i OVERALL PERFORMANCE IN CURRENT POSITION 


Take into account everything about the employee which influences his effectiveness in his current position such as per- 
ae of specific duties, productivity, conduct on je cooperativeness, pertinent porsonal traits or habits, and 


RATING 
LETTER 


F cular limitations or talents. Based on your knowledge of employee's overall performance during the rating period, 
p. 2 the letter in the rating box corresponding to the statement which most accurately reflects his level of performance. 
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a DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT 
a GENERAL 
1. POLICY : 3, INITIAL REPORT 
cane: It is Organization policy to inform employees of the effective- A Fitness Report will be prepared for each employee as of 
Lo ness of their work performance. Organization policy also re- nine months after his entrance on duty with the Organization. 
quires that supervisors record at least once each year their An Initlal report neod not be made when a Fitness Report has 
opinions and evaluations of the work performance of em- — qlready been made for some other purpose within 90 days 
ployees under their jurisdiction. Evaluations will also be prior to the due date of the Initial report. The initial report 
ae Li made whenever it is necessary or desirable to provide Organl- i. of particular Importance In providing a eéeaid ot ihe su- 
| zation management with information which may be perti- tsor’ iat ¢ th ; ce Seg 1 
‘ nt to future personnel actions affecting these individuals. hae Be Sahat e eA war eI a fe emp nan 
_: 2BX1A outlines policies concerning the require- a ee jae He a ve-mont ibe period. i My pe a 
= ments for submitting initial, annual, reassignment and special Port may be cererre or a perlo not se. excee 0 ays 08 
reports, showing the report to the employee and appeals yond the due date to provide the supervisor with additional 
€ time to evaluate an employee who has been under his jurisdic- 


procedure, The Fitness Report, Form 45, is used to record 
evalvations. However, an evaluation in memorandum form 


may be substituted for Form 45 for employees in Grades 
GS-14 and above. 4, ANNUAL REPORT 


ad ; 
2. SUBMISSION A Fitness Report will be prepared onnvally for each employee, 

The Fitness Report will be submitted in duplicate to the Head — &xcept when a Fitness Report has been made for some other 
of the Career Service concerned. The Head of the Career purpose within 90 days prior to the duo date of the annual 
report, An annual report may be deferred until the employee 


| ye _ Service will retain one copy and will forward the original 
to the Office of Personnel. has been under the jurisdiction of the supervisor for 90 days. 


tion for less than 90 days. 


my : SCHEDULE FOR SUBMISSION OF ANNUAL REPORTS 
“a : t DUE IN OFFICE OF PERSONNEL 
GRADES FOR PERIOD ENDING .. .. FROM HEADQUARTERS FROM FIELD 
Y Sgn les ; » GS-1 through GS-5 31 March : ; Bas 30 April 31 May 
"GS-6 through GS-8 30 June 8 July _ $1 August 
i GS-9 through GS-11 : 30 September aaa 31 October 30 November 
a: os 
. GS-12 and GS-13 31 December wo 8T Janvary -28 February 
ee GS-14 and above 31 March 7 . 30 April - 31 May 
mw. | 5, REASSIGNMENT REPORT visor, When the supervisor Is reassigned and has numerous 
Supervisors will prepare a Fitness Report when the supervisor reassignment reports to prepare he needs to complete only 
is changed by the reassignment of the employee or the super- Section B of the report. 
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DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT 


SECTION A— GENERAL 


The items of this section should be completed by the appro- 
priate administrative or personnel officer. Special instructions 
for completing or omitting items of this part of the report 
should be carefully observed on Field Transmittal — Fitness 
Report, Form 45a, 


SECTION B — EVALUATION OF PERFORMANCE OF SPECIFIC 
DUTIES AND OF OVERALL PERFORMANCE 


Rating Scale 


The rating scale as set forth in this section in Form 45, Fitness 
Report, is to be used to reflect evaluation of Specific Duties 
and of Overall Performance. In making your selection of the 
adjective evaluation for Section B and in completion of the 
narrative in Section C the following factors should be con- 
sidered as appropricite: 


Cost Consciousness Mobility 
Security Consciousness Initiative 
Ability to Think Clearly Versatility 
Supervisory Effectiveness Productivity 


Decisiveness 
Resourcefulness 
Cooperativeness 
Records Discipline 


Acceptance of Responsibility 
Foreign Language Competence 
Effectiveness of Oral Expression 
Effectiveness of Written Expression 


Rating of Performance of Specific Duties 


In this section the supervisor will list in order of Importance 
the most significant cuties the employee has performed dur- 
ing the rating period. Each duty shall be described in suf- 
ficient detail to provide information which may be useful later 
in considering individuals for other assignments. Your evalua- 


tion should be recorded by entering the appropriate letter in 


the box provided for your evaluation of each duty. 


Rating of Overall Performance in Current Position 


In making this rating the supervisor should take into account 
the employce’s conduct on the job as well as his performance 
on all specific duties. Each supervisor will weigh these factors 
in his own mind so as to arrive at a rating which will reflect 
an employee’s overall value on the job. 


SECTION C — NARRATIVE COMMENTS 


In this section the supervisor describes the employee’s demon- 
strated abilities or deficiences in the performance of his pres- 
ent job, This may include comments regarding a specific duty 
by direct reference to that duty. Any relatively high or low 


ratings In Section B should be explained or amplified by sup- 
porting statements. In addition, the supervisor may com- 
ment here on any extenuating circumstances which affect the 
productivity and effectiveness of the employee. Comment 
should be made on the relative performance of the person 
being rated with other people known to the rater doing com- 
parable work. !n commenting on the manner of performance 
of managerial or supervisory responsibilities, abilities and skills 
in such as the following should be considered: 


Delegation of responsibility : 
Establishment and maintenance of clear lines of authority 
Use of personnel, space, equipment, funds, etc. 

Formulation and coordination of programs 

Developing teamwork 


In completing the ratings on Career-Provisional employees 
comment should be made on the intent, capability and desire 
of the individual to fulfill the service obligations of the Career 
Service to which he is assigned. 


SECTION D— CERTIFICATION AND COMMENTS 


The person being rated may attach to his fitness report a 
memorandym concerning any part of the report. The mem- 
orandum will be attached to the original for inclusion in the 
Official Personnel Folder. 


Reviewlng officials ‘are responsible for assuring that all re- 
ports made by rating officials under their jurisdiction are con- 
sistent and ceflect uniform standards of reporting. Through 
the counseling and supervision of rating officials, reviewing 
officials can play a major role in improving the operation of 
the Fitness Report program. 


In addition, reviewing officials should as a matter of practice 
submit a brief narrative evaluation of the performance and 
potential of the individual being rated, noting the degree to 
which he is personally familiar with the individual and his 
work, Even though the reviewing official may not be able to 
evaluate the individual from firsthand experience with him, it 
is likely that the reviewing official may be able to contribute 
useful information concerning future utilization or training of 
the individual based on the review of his record of perform- 
ance and assignments. 


If the reviewing officlal is in substantial disagreement with the 
rating official he should state whether or not he has discussed 
the evaluation with the rating official and the employee. 


When a person departs an overseas station without having 
been shown his Fitness Report, it is incumbent upon the Career 
Service to have the report shown to the individual, 


a T5600 
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This Notice Expires 1 December 1970 


PERSONNEL 


3 December 1969 


CHANGES IN FITNESS REPORTING SYSTEM 


1. The Deputy Directors have jointly determined to make certain 
changes in our fitness reporting system. These changes, described 
below, are designed to clarify the meaning of the ratings and to 
strengthen the role of the reviewing official in the evaluation 


process. 


a. The rating scale is relabeled and redefined as follows: 


U - Unsatisfactory Performance is unacceptable. A rating 


M - Marginal 


P - Proficient: 


6 ~ Strong 


O ~- Outstanding 


in this category requires immediate and 
positive remedial action. The nature of 
the action could range from counseling 
to further training, to placing on 
probation, to reassignment, or to 
separation. Action taken or proposed is 


-to be described in Section C of Form 45, 


Performance is deficient in some aspects. 
The reasons for assigning this rating 
should be stated in Section C and 
remedial actions taken or recommended 
should be described. 


Performance is satisfactory. Desired 
results are being produced in the 
manner expected. 


Performance is characterized by 
exceptional proficiency. 


Performance is so exceptional in 
relation to requirements of the work 
and in comparison to the performance 
of others doing similar work as to 
warrant special recognition. 


b. Directions for Completing Form 45, Fitness Report 
revised. In addition to requiring closer communication between 
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oa PERSONNEL 
3 December 69 


rater and individual in cases where poor performance or 
weaknesses are being described, the revised instructions call 
= for reviewing officials to provide positive comment on the 
performance and potential of the individual and, where appropriate, 
! to comment on the liberality or strictness of the rater. Follow- 
a ' up action on the marginal and unsatisfactory ratings is made a 
reviewing official's responsibility. 


= 2. Headquarters and Field Regulations on fitness re orting have 
been modified to permit the use of evaluations in memorandum form 
for employees in grades GS-14 and above only when it is clearly 
i ‘established that such a substitute is appropriate and not merely a 
= means of avoiding the specifics required by the form. 
! 3. Changes are effective immediately. | 
FOR THE DIRECTOR OF CENTRAL INTELLIGENCE: 
= 


2 -— Sie: - R, L. BANNERMAN 
- ; ee i . Deputy Director 
for Support 


"DISTRIBUTION: ALL EMPLOYEES 
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DIRECTIONS FOR COMPLETING FORM 45, FITNESS REPORT 


GENERAL 


1. POLICY 


it is Organization policy to inform employees of the effective- 
ness of their work performance. Organization policy also re- 
quires that supervisors record at least once each year their 


| opinions and evaluations of the work performance of em- 


25X1A. 
a 


ployees under their jurisdiction. Evaluations will also be 
made whenever it is necessary or desirable to provide Organi- 
zation management with information which may be perti- 
nent to future personnel actions affecting these individuals. 

outlines policies concerning the require- 
ments for submitting initial, annual, reassignment and special 


: reports, showing the report to the employee and appeals 
' procedure. The Fitness Report, Form 45, is used to record 


GS-1 through GS-5 


evaluations. However, an evaluation in memorandum form 
may be substituted for Form 45 for employees in Grade 
GS—14 and above. Care must be taken to insure that the 
memorandum observes the basic purposes of a Fitness Report. 
lt must contain the identifying information required in Section 
A of Form 45, a general description of the duties performed, 
and ONE rating, from among those defined in Section B of 
Form 45, to describe the employee’s overall performance in 
his current position.-It must also bear the signature of the 
supervisor and the reviewing official and must either be signed 
by the employee or contain an explanation for the absence of 
his signature. 


2. SUBMISSION 


The Fitness Report will be submitted in duplicate to the Head 
of the Career Service concerned. The Head of the Career 
Service will retain one copy and will forward the original 
to the Office of Personnel, 


3. INITIAL REPORT 


A Fitness Report will be prepared for each employee as of 
nine months after his entrance on duty with the Organization. 
An initial report need not be made when a Fitness Report has 
already been made for some other purpose within 90 days 
prior to the due date of the initial report. The initial report 
is of particular importance in providing a record of the su- 
pervisor’s evaluation of the employee before the employee 
has completed his twelve-month trial period. An initial re- 
port may be deferred for a period not to exceed 30 days be- 
yond the due date to provide the supervisor with additional 
time to evaluate an employee who has been under his jurisdic- 
tion for less than 90 days. 


A. ANNUAL REPORT 


A Fitness Report will be prepared annually for each employee, 
except when a Fitness Report has been made for some other 
purpose within 90 days prior to the due date of the annual 
report. An annual report may be deferred until the employee 
has been under the jurisdiction of the supervisor for 90 days. 


SCHEDULE FOR SUBMISSION OF ANNUAL REPORTS 


GRADES FOR PERIOD ENDING 


31 March 
GS~—6 through GS-8 30 June 
GS-9 through GS-11 30 September 
GS-12 and GS-13 31 December 


GS—14 and above 31 March 


, 5. REASSIGNMENT REPORT 


| 7-6 9 


Supervisors will prepare a Fitness Report when the supervisor 
is changed by the reassignment of the employee or the super- 


Obsolete Previous 
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DUE IN OFFICE OF PERSONNEL 


FROM HEADQUARTERS _ FROM FIELD 
30 April 31 May 
31 July 31 August 
31 October 30 November 
31 January 28 February 
30 April 31 May 


visor. When the supervisor is reassigned and has numerous: 
reassignment reports to prepare he needs to complete only 
Sections B and D of the report. 


(4-21) 
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EMPLOYEE SERIAL NUMBER 


ov 


FITNESS REPORT 


SECTION A GENERAL 


1. NAME, (Last) (First) (Middle) 2. DATE OF BIRTH poe de GRADE |5.SD 


6. OF FICIAL POSITION TITLE 7. OFF/DIV/BR OF ASSIGNMENT j8. CURRENT STATION 


9. CHECK (X) TYPE OF APPOINTMENT 10. CHECK (X) TYPE OF REPORT 


=H SPECIAL (Specify): re SPECIAL (Specify): 


11. DATE REPORT DUE IN O.P. 12. REPORTING PERIOD (From- to-) 


SECTION B PERFORMANCE EVALUATION 


U-Unsatisfactory Performance is unacceptable. A rating in this category requires immediate and positive remedial action, The nature of the action 
ai could range from counseling, to further training, to placing on probation, to reassignment or to separation. Describe action taken 
‘ or proposed in Section C. 


M-Marginal Performance is deficient in some aspects, The reasons for assigning this rating should be stated in Section C and remedial actions 
fae = taken or recommended should be described, 
P—Proficient Performance is satisfactory. Desired results are being produced in the manner expected. 

$—Strong Performance is characterized by exceptional proficiency. 

O-—Outstanding Performance is so exceptional in relation to requirements of the work and in comparison to the performance of others doing similar 


work as fo warrant special recognition. 


| SPECIFIC DUTIES 


List up to six of the most important specific duties performed during the rating period. Insert rating letter which best describes the 
manner in which employee performs EACH specific duty. Consider ONLY effectiveness in performance of that duty. All employees 
with supervisory responsibilities MUST be rated on thelr ability to supervise (indicate number of employees supervised), 


PECIF TF RATING 

SPECIFIC DUTY NO LETTER 
SPECIFIC DUTY NO. 2 RATING 
B® LETTER 


SPECIFIC DUTY NO. 3 RATING 
LETTER 


4 SPECIFIC DUTY NO. 4 


lop 3 RATING 
SPECIFIC DUTY NO Raving 


1 SPECIFIC DUTY NO. 6 RATING 
LETTER 


OVERALL PERFORMANCE IN CURRENT POSITION 


RATING 
Take into account everything about the employee which influences his effectiveness in his current position such as por- PELTER 


formance of specific duties, productivity, conduct on Jeb cooperativeness, pertinent personal traits or habits, and 
carticular limitations or talents. Based on your knowledge of employee's overall performance during the rating period, 
place the letter in the rating box corresponding to the statement which most accurately reflects his level of performance. 
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| 19 APR 1968 


MEMORANDUM FOR: Director of Personnel 


SUBJECT : Inflation of Fitness Report Ratings and Advisability 
of Fitness Report Training Course 


1. In thinking about the subject for several weeks, it has become 
apparent that regardless of intention, our Fitness Report system seeks 
to obtain an appraisal of the employee both individually and as a member 
of a group having comparable grade status and experience. This result 
comes about in the following manner. 


a. In rating on specific duties, the supervisor can and does 
consider the individual separately in relation to & varying number 
of tasks against a norm In which productivity is the main determi- 
nant of the rating. This multi-factor analysis can be quite objece 
tive. It is performance oriented and clear-cut, and can be the 
occasion of a constructive exchange between supervisor and individual. 


b. In rating on Overall performance, the supervisor is 
practically forced to consider the individual in relation to others. 
Comparability creeps into the reasoning process as an inevitable 
consequence of the subjective, encompassing nature of this rating. 
For one thing, it is the rating which employees compare among 
themselves and thus can become a source of friction in the component. 
It is also the rating with which the reviewing official often dis- 
agrees, mainly because the latter is seeing the employee in a 
broader frame of reference. Subject to this kind of tugging and 
hauling, and probably figuring that this part of the rating is 
counter=productive anyway, the line supervisor reaches a practical 
solution as shown by the Tab A, Distribution of Ratings. 


c. Regardless of the labels which management has chosen to 
attach to them, in practice our rating scale on overall performance 
means that Outstanding is one out of seven, Strong means equal to 
the majority, Proficient means below the majority, Adequate means 
unsatisfactory and Weak is non-existent. To add to the confusion, 
each higher level sees the individual in successively broader groups 
culminating in the ranking process at the Career Panels or Board 
level which is essentially comparing potential. However, the Fitness 
Report is still carrying the adjective rating of overall performance 
assigned by the first line supervisor from his limited perspective 
under the pressure of the daily working relationship and under the 
necessity of "getting out the work." 
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2. It is small wonder that top management, which is "potential" 
oriented and "problem case" oriented becomes very upset with Fitness 
Reports when they want to take broad management actions like eliminating 
mediocrity and find that in essence most everybody is superior (average). 
The problem of reconciling the Fitness Reports from the standpoint of 
the first line supervisor level with the Fitness Report as documentation 
for broad management actions of an adverse nature is a hopeless one. The 
chances are that the greater the pressure to reconcile these two uses the 
less likely it will be that the Report serve either purpose. 


3. It is doubtfull that any training course will correct these 
environmental difficulties, particularly one which is premised on the 
simplistic assumption that if only our supervisors had more backbone 
our troubles would be over. A carefully handled training course might 
surface the problem but even this would be without significance unless 
the surfacing took place in a group consisting of the various management 
levels. A session worked into the management courses as part of the 
total management problem might be productive providing management is 
prepared to make some adjustments in their thinking. The position of 
the line supervisor is a particularly difficult one in the Agency since 
he has little authority insofar as hiring, firing and promoting is 
concerned, but nonetheless he is held responsible for. the employee's 
work performance, for his 24-hour conduct, for his development on the 
job and for his failures. 


4. Perhaps a frank acknowledgement of the comparable nature of 
the overall rating might tidy up the situation. Tab B is a suggestion 
which openly acknowledges comparability and provides a clue to ‘the 
rater's frame of reference. Some redesign of the present form would. 
be required, at which time it is suggested that the overall rating 
section be moved up one level to become the responsibility of the 
reviewing official. If this suggestion were to be adopted, it is 
recommended that the overall rating no longer be shown the individual - 
just.as his ranking is not made known to him. Such a policy would 
remove the line supervisor from the untenable position he is now in 
and place the responsibility with the authority. 


25X1A 


Chief, Plans Division 
Office of Personnel 


Att 
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Outstanding Strong Proficient Adequate Weak 


@5x9 DCI Group 
23.4% 48.2% ah. .3% 3.6% 5% 


ovg DDP Grou 
| Peete ae) 7.2% 66.6% 24.7%. 1s 0.1% 


ol 
25X9 DDS Grou 


7.08 «63.5% 27.84, 1.66 0.19 


25X9 _DDI Grou , 
x 6.7% 64.0% 27.8% LAG 0.14 


95xXQ DDS&T Grou ; a 
—_ | 9.3% 60.4 28.7% 1.66 0.0% 


e+ 18 | - 161:-- 
Ee SECRET | 


Approved For Release 2000/06/01 : CIA-RDP90-00708R000200100001-6 


i. lu 4 


. { nennor in which omployee porforms EACH spoclific duty. Consider ONLY effectiveness in performance of that duty. AU omployees 


sk nnn re Ee YN ERD 
cies OVERALL PencORMANCE IN CURRENT POSITION 
om aa a epee eye ay eS soe ry rome ae 
LEVFER 


Approved For Release 2000/06/01, : ClA-RDP20-00708R000200100001-5 : 


Dw iws « % 
(When Filied In) 
i  TEMPLOVEE SERIAL NUM aca 


EMPLOYEE SERIAL NUMGER 
FITNESS REPORT 


! 
GENERAL i 


(First) (Widdlo) - 2> DATE OF BIRTH {3+ SEX 4. GRADE 's, sD 


1%. OFF/DIV/BR OF ASSIGNMENT [3+ CURRENT STATION 


: 


\ 

i 

‘ Se CRECK (X) TYPE OF APPOINTMENT 10. CHECK (X) TYPE OF REPORT 
i 

t 


CAREER Taesenve [| TEMPORARY DTrace MENT eUPERVIBOR 
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: CAREER=PROVISIONAL (Sve instructions = Section C) 
Se ZCtAL (Specity): SPEGIAL (Specify): 


a 
{1}, GATE REPORT DUE IN OP, 12, REPORTING PERIOD (From tor) 


caSION B PERFORMANCE EVALUATION 


We Weak Performance tanges from wholly Inadequate to slightly less than satisfactory. A rating in this catogory requires 
positive remedial action. The nature of the actlon could rango from counsoling, to further training, to placing on 
probation, to raassignment or to separation, Describe action token or proposed in Section C. 


A+ Adaquato Porformanesd meots all raquiremonts. {t Is onttroly satisfactory and ts charactorizod neither by deficioncy nor 
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oe 


excellence. . 
- Proficiont Performance is more than sotisfactory. Dosired rosults are being produced in a proficient mannor. 


) 
S + Strong Performance is characterized by oxcoptional proficiency. 
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- Outstanding Performance is so exceptional in relation to requiremonts of the work and in comparison to tho performance of 

othors doing similar work as to warrant spocial recognition. 
ee 

SPECIFIC DUTIES 
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iList up to six of the most important spacific dutios performed during tho rating period. Insert rating lottor which best deseritas the 


jwith suporvisory rosponsibilitios MUST be rated on thoir ability to supervise (indicate numbor of employees euporvised). 
| SPECIFIC DUTY NO. ! 
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SPECIFIC DUTY NO.2 


SPECIFIC DUTY NO. 3 . TT RATING { 
‘ LETTER } 
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SPECIFIC DUTY NO.4 
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“tuka into occount everything about the employes which influoncos his offectivaness in his curront position such as pare j 
tsrmnance of specific dutios, productivity, conduct on job, cooperativenoss, pertinent personal traits or habits, anc | 
particular limitations or talonts. Based on your knowledge of omployoa's overall performance during tho rating peried,! 
‘lace tho lottor in the rating box corresponding to the statoment which most accurotoly reflects his lovel of performancus i 
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CONFIDENTIAL 


12 January 1970 


MEMORANDUM FOR: All OCI Employees 


SUBJECT : Changes in FitnessyReporting System — 


Ls Th a 3 December 1969, announced 


certain changes in the adjectival ratings and in the evaluating process — 


of the fitness reporting system. In the adjectival rating scale, the 


former weak and adequate have been replaced with unsatisfactory and 


marginal, with proficient, strong, and outstanding remaining as before. 


. [he Personnel Notice provides new definitions for the five rating 


adjectives. In the past there has been a tendency to inflate per- 


_ , formance ratings and thus reduce their usefulness. I think this is 
.& propitious time to introduce more realism into the rating process. _ 


To make sure that everyone in OCI understands, I shall explain in 
the following paragraphs how these ratings will be interpreted 
henceforth by the OCI Career Service Board. 


2. There are two quite fundamental considerations governing 
performance evaluations which need to be restated. First in. rating 


_& person's performance of specific duties which he is assigned, the 


duties should be thought of as primary, secondary, tertiary, etc. 


In arriving at the overall rating, the supervisor should take account . 


of this ranking and give greater weight to the more important duties 
than to the less important. Second, there is sometimes a tendency 
to overrate a person as he rises in grade. This tendency can be 
avoided by considering each person in terms of .his grade, length of 
service in the job, and potential. 


3. In stating how the OCI Career Service Board interprets the 


' five adjectival ratings in the new terminology, I prefer to begin 


with the median rating--Proficient. I do this because, I regard 
that rating as a sort of bench mark against which the other ratings 
are calibrated and because I look on it as the required rating for 


_ acceptability in OCI. A Proficient employee is one who makes a 


contribution to the OCI effort--whose performance is satisfactory. 
But I think that there are degrees of go. 0O70 which should be 


of the report). A person can be ey a "Pp" if his performance is 
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| only acceptably proficient; i.e., not poor enough to warrant the next 
lower rating but not good enough to be exciting. A highcr degree 

2 of proficiency could be called commendable proficiency--a performance 
3 which is dependable and which is recognized as a distinct contribution 
ey . to the Office's effort. To carn this, none of the employee's specific 
; duties would be rated below proficient and perhaps one would be rated 
foe: 1 , strong. The highest "P" rating could be called high proficiency, 
which denotes a gratifying performance including the application of 
considerable imagination and initiative to the job. An employee in 
sae this category. might well be expected to move up on the rating scale 
soon. " 

4. Because I regard a "P" rating really as three ratings, I 

im would expect the majority of OCI personnel, professional and clerical 
alike, to fall into this category. In using the narrative comments 

to make the distinction by degree ,#the supervisor can indicate to 

ee the employee and the Career Service Board whether the performance is 

| improving, deteriorating or stagnating. The Board considers that the 
acceptable level for career development actions, including promotions, 
bee oe lies within the "P" rating. 


co 4 . 

es es 2+ Because the majority of people will be rated "P" under the 
SEZ ' new system, a substantial number--perhaps half or more--of those 

-_ rated Strong under the old system will drop to "P" even though their 
i ‘job performance remains unchanged. To make certain that this is’ 
clearly understood, the narrative comments will explain that the 
drop results from the new rating system and anew OCI rating policy. 
A stamped imprint will be placed on the Fitness Report to indicate 
that the rating was made under a new OCI policy. In addition, a 


copy of this memorandum will be placed in every employee's personnel 
folder. ‘ 


H 
| 
Be : Ge. 2A Strong rating--above Proficient-- is awarded for the level 
j= of performance sought, but not too often reached, from experienced - . 
A , personnel in all grades. A person earning this rating should stand 
ie out clearly among his colleagues as one with exceptional qualities 
td eo _ Of substantive grasp, initiative, flexibility, dependability, and 
: leadership or leadership potential. Supervisors and the Career 
pe Service Board should have no hesitation in having a Strong-rated 
go employee represent OCI anywhere, commensurate with his grade and we 
ios mission. Although OCI has a good many well qualified people, because 
of this new rating system, I should think that probably no more than 
a about 25 percent of .OCI's employees would qualify for an "S" rating. 


Occasionally a person'may be awarded an "S" rating for exceptional 
performance in a single duty, such as service in a crisis task force 
see or preparation of an NIS section. 

Sd 

7» The topmost fitness rating--OQutstanding--is. to be reserved 
- 4 for a very few people. It will be given to employees whose ‘performance 
po : : 


’ 
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in their jobs is without question superior in ol] respects in the 
view of their supervisors and reviewing officials. When an OCI 
employee is deemed deserving of an overall "0" rating for the first 
time, he will receive appropriate recognition by the Carcer Service 
Board, 


8. Below the Proficient rating is the Marginal category. 
Because OCI attempts to recruit personnel. with good promise and 
succeeds for the most part, I expect that not very many will be 
rated as Marginal. For those few who are, the rating will be 
interpreted as indicating a failure by the employee to measure up 
to OCI's minimum performance standards. It will signify that the 
person has deficiencies of such nature that energetic remedial 7 
action should be undertaken at onée. The deficiencies and the 
recommended corrective actions will be specified in the narrative 
section of the Fitness Report. The employee will also be given a 
separate memorandum spelling out in greater detail the faults in 
his performance and the proposed remedies. This memorandum, pre- 
pared by the supervisor in consultation with his superiors, will 
stipulate a time limit for overcoming the deficiencies, at the end 
of which the supervisor will prepare either a special fitness report 


.which will rate the employee as Proficient or a memorandum warning 


him that if he does not succeed in 90 days an Unsatisfactory fitness 
report will be filed. 


9. I believe that an Unsatisfactory fitness report rating of 
an individual in OCI should call for mandatory. separation from the 
Office, if not for a recommendation that he be separated from the : 


Agency. If Marginal rating cases are handled by the procedures 


described in the preceding paragraph, the individual will have been 
given a fair opportunity to prove himself worthy of retention in 
the Office. If he fails to make the grade, the "U" fitness report: 
will serve to warn him that steps are being taken to terminate his 


OCI employment. There will, I am sure, be few if any of these cases. 


25X1A 


: E,. DREXEL GODFREY; JR. 
Director of Current Intelligence 
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Source References 
= 25X1A 
a Regulation iy 21 Sep 54. 
= 2, Career Service Board, File OP, 20th Meeting, 4 Feb 54. (The 
25X1A 
oat 3. Career Service Board, File OP, 31st Meeting, 13 May 5u. 
4, Ibid. 
wa 
5. OP Career Council, File OP, Transcript, 11th Meeting, 13 Jul 55. 
- 6. OP Career Council, File OP, 13th Meeting, 15 Sep 55. Report of 
= Fitness Report Task Force. 
{ 7. OP Career Council, File OP, 15th Meeting, 17 Nov 55. (The DCI 
os question was asked of the Chief of the Management. Staff eae 
during the month of October 1955 and discussed at the 15th Meeting. 
= 8. Memorandum in OP Career Council File, 15th Meeting, .17 Nov 55. 
25X1A. 
25xX1A 9. OP Oral History Project, Tape 11, 2 Apr 71, Statement by 
25X1A 10. OP Career Council File, Transcript, 47th Meeting, 23 Jan 58. 
| 
* 1. Statonent >i 30 ct 68. 
25X1A 
; 12. OP Career Council File, Transcript, 47th Meeting, 23 Jan 58. 
= 25X1A 
13. Statement vy MM c/control Division/oP to [I 
25X1A ae °° Oct 71. (As a result of his review of the 701 Program, 
= General Carter directed the Director of Personnel to institute a 
strong control system on Fitness Reports. Those which were delinquent 
three months were to be referred to the appropriate deputy, reports 
delinquent six months or more were to be referred to General Carter. 
= The machine records was dated December 1962. 
“a 
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25X1A 


1k, Statement > iii 25 oct 68. 


15. Fitness Report File, Office of Personnel, Background Report on 
Agency Fitness Reporting for Director of Personnel from Chief, Plans 
and Analysis Staff, December 1968, 


16. OP Oral History Project, Tape 13, Statement by Gordon M. Stewart, 
11 May 71. 


17. Statement made by DCI to IG, Lyman B. Kirkpatrick, as reported by 
him in Career Council Meeting, 25 May 61. 


18. Memo, DDS to D/Pers, 20 Jun 68, sub: Proposed Revised Fitness 
Report System. 


19. Memo for the Record, D/Pers Staff Meeting Jul 68, sub: Change to 
Fitness Report Instructions, OP Fitness Report File. _ 


20. Memo for the Record, Deputies Meeting with the Executive Director- 
Comptroller, 17 Feb 69, OP Fitness Report File. 


21. Memo for DDS from D/TR; 30 Oct 69, sub: Fitness Report Change. 


22, Memo for D/Pers from DDP, 6 Mar 68, sub: Proposal for a Revised 
Fitness Report System. 


23. Memo for the Record, Deputies Meeting with the Executive Director- 
Comptroller, 11 Apr 69. 


24. Memo for D/Pers from IG, 6 Feb 69, sub: Personnel File. 


25. Briefing Paper Prepared for D/Pers py the Plans and Analysis Staff 
Prior to Deputies Meeting in Mar 69, OP Fitness Report File. 


26. Ibid, 
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General 
25X1A 
Personal Interviews by CT J (the original ‘drafter’ of 
this study) with: 


25X1A 
Chief, Placement Division 
30 October 1968. 


25X1A 
Chief, Control Division 
25 October 1968. 


25X1A 
Chief, Logistic Services 
Division, 28 October 1968. 


25X1A 
Chief, Special Activities 
Staff, 25 October 1968. , 


25X1A 
Analysis and Evaluation 
Staff, 1 November 1968. 
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